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FOREWORD 


The  Police  Commission  of  the  City  and  County  of  San  Francisco, 
at  its  meeting  held  December  15,    1976,    adopted  a  resolution  in 
which  it  requested  that  a  general  management  survey  of  the  San 
Francisco  Police  Department  be  conducted  by  the  Commission 
on  Peace  Officer  Standards  and  Training. 


In  response  to  the  request  Mr.    William  J.    Anthony,    Chairman, 
Commission  on  Peace  Officer  Standards  and  Training,    advised 
the  Police  Commission  by  letter  dated  December  21,    1976,    that 
POST  consultants  would  proceed  immediately  with  the  survey. 
The  survey  began  on  January  5,    1977. 


This  survey  report  is  a  summary  of  observations  and  recom- 
mendations made  for  the  purpose  of  improving  the  operations  of 
the  police  department.     In  developing  the  report,    an  effort  has 
been  made  to  identify  and  comment  on  the  major  areas  of  activities 
in  which  modifications  or  adjustments  would  improve  the  organiza- 
tional structure,    or  make  management  practices  more  efficient  and 
effective.     Emphasis  has  been  given  to  the  field  operations,    which 
includes  the  nine  district  stations  of  the  patrol  division,    as  well  as 
the  traffic  and  investigative  functions. 

This  report  may  serve  as  a  catalyst  for  a  concerted  effort  by  the 
San  Francisco  Police  Department  to  develop  a  fine  police  organiza- 
tion that  will  incorporate  most  current  and  progressive  concepts  in 
police  management  practices  and  systems.     Experience  has  taught 
us  that  the  goals  are  not  easily  won.     It  takes  time  to  bring  about 
major  changes  in   a  large  police  organization.      The  job  is  never 
completely  done,    because  time,    progress,    and  changing  circumstances 
expose  new  problems  and  shortcomings  that  call  for  new  efforts. 


It  is  acknowledged  that  a  mere  critique,    such  as  this  report,    will 
be  of  little  value  unless  and  until  there  are  positive  steps  to  institute 
corrective  measures.      In  this  respect,    the  Commission  is  hopeful 
that  the  San  Francisco  Police  Department  will  continue  to  work  with 
the  POST  administrative  consultants  in  implementing  the  proposals 
that  have  been  made  in  this  survey  report. 


in 


The  review  of  the  organization  structure  and  management  practices 
and  procedures  are  reported  as  they  currently  exist.      Those  matters 
not  relevant  to  the  primary  objectives  of  the  report  have  not  been  noted. 
Reasonable  effort  has  been  made  by  the  consultants  to  verify  the 
accuracy  of  the  information  that  they  received  and  used  in  preparing 
this  report.     However,    if  some  error  or  discrepancy  should  be  noted, 
it  is  doubtful  that  it  would  appreciably  alter  the  conclusions  or 
recommendations  that  have  been  made. 


The  nature  of  this  report  is  a  critique;  therefore,    comments  are 
focalized  toward  suggested  changes.     Such  emphasis,    however,  is 
not  intended  to  detract  from  the  fine  organization  and  administra- 
tion of  the  San  Francisco  Police  Department. 


The  POST  consultants  who  conducted  the  survey  express  their  sincere 
thanks  to  the  men  and  women  of  the  San  Francisco  Police  Department 
for  their  excellent  cooperation  and  assistance,    without  which  the 
survey  could  not  have  been  completed. 


July  20,    1977 
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STAFF  CONSULTANTS 


The  following  staff  members  of  the  Commission  on  Peace  Officer 
Standards  and  Training  participated  in  the  management  survey  of 
the  San  Francisco  Police  Department. 


Survey  project  was  under  the  direction  of  Edward  M.    Toothman, 
Director,    Management  Services  Division. 


Field  study  was  supervised  by  John  B.    Davidson,    Bureau  Chief, 
Management  Services  Division. 


Field  studies  were  conducted  by  John  E.    Gist,    Senior  Consultant, 
and  Don  C.    Beauchamp,    Senior  Consultant,    both  of  the  Manage- 
ment Services  Division. 


Assistance  on  the  project  was  given  by  David  Y.    Allan,   Bureau 
Chief,  and  Bobby  G.    Sadler,    Senior  Consultant,    both  of  the 
Management  Services  Division. 


An  evaluation  of  the  Criminalistics   Laboratory  was  made  by  Alfred  A. 
Biasotti,    Assistant  Chief,    Technical  Services   Bureau,    and  Michael  J. 
White,    Area  Manager,    Technical  Services  Bureau,    both  of  the 
California  Department  of  Justice,    Division  of  Law  Enforcement, 
Investigative  Services   Branch. 


PREFACE 


The  foregoing  information  and  brief  facts  about  San  Francisco  are 
cited  to  give  perspective  to  that  which  follows. 


The  police  perform  an  essential  and  most  difficult  role  in  the  com- 
munity.    Day  and  night  they  maintain  peace  and  order  through  the 
established  processes;  they  provide  services  to  the  people;  they 
enforce  a  myriad  of  laws  and  arrest  those  who  violate  the  law. 
Through  its  leadership  the  police  must  foster  understanding  and 
cooperation  among  the  diverse  ethnic,    cultural,    and  special  interest 
groups  of  the  community,    but  without  compromising  its  inherent 
obligations  to  all  the  people. 


The  police  must  cooperate  and  coordinate  with  other  members  of 
the  criminal  justice  system;  city,    county,    state  and  federal.      They 
must  work  closely  with  the  district  attorneys  office,    courts,    county 
probation,    office  of  the  Attorney  General  and  Department  of  Justice, 
the  Federal  Bureau  of  Investigation  and  many  others.     Each  in  its 
way  bears  upon  the  police  in  a  varying  degree. 


To  meet  these  many  obligations  and  responsibilities,    requires  that 
the  police  be  properly  organized  and  well  managed,    utilizing  the  most 
progressive  concepts,    systems  and  techniques.      The  police  managers 
must  be  experienced,    knowledgeable,    and  skilled  in  the  broad  field  of 
police  work.     With  integrity  as  the  keystone,    they  must  demonstrate 
professional  competence  in  the  administration  and  operation  of  a 
modern  police  agency. 


In  evaluating  the  organization,    personnel,    and  the  work  now  being 
carried  on  in  the  department,    each  will  be  measured  by  those  standards 
and  qualities  necessary  to  accomplish  the  job  in  the  most  efficient, 
effective,    and  economical  way,    compatible  with  the  overall  objectives 
of  the  department. 


The  complex  and  varied  problems  that  confront  the  department  today 
demand  the  highest  level  of  performance  and  accountability  by  all  its 
members.     Anything  less   should  not  be  acceptable. 
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SECTION  I 
CITY  OF  SAN  FRANCISCO 


THE  CITY  OF  SAN  FRANCISCO 


The  City  of  San  Francisco,    incorporated  February  13,    1850,    is  located 
on  a  rugged  and  hilly  terrain  on  the  upper  part  of  the  San  Francisco 
peninsula.      The  city  boundaries  include  46.38  square  miles  of  land, 
interlaced  by  approximately  850  miles  of  streets.      Three  islands  are 
included  within  the  city/county  boundaries.     They  are  Yerba  Buena, 
Treasure  Island  and  Alcatraz.     Bounded  on  three  sides  by  water, 
San  Francisco  is  joined  to  the  north  with  the  Marin  Peninsula  by  the 
Golden  Gate  Bridge  and  with  the  East  Bay  by  the  San  Francisco/ 
Oakland  Bay  Bridge. 


San  Francisco  is  a  major  port  city  and  transportation  center.     It 
has  a  diverse  economy  of  industry,    manufacturing,    business  and 
finance,    and  is  a  west  coast  center  for  many  federal  government 
operations.     It  is  the  financial  center  of  the  west,    and  an  admini- 
strative center  for  many  of  the  nation's  leading  corporations.     San 
Francisco  is  a  cultural  and  educational  center,    and  is  known  world 
wide  as  a  tourist  attraction. 


As  have  many  of  the  nation's  major  cities  during  the  last  25  years, 
San  Francisco  has  seen  many  of  its  people  move  to  the  suburbs.     A 
population  of  775,  357  in  1950  has  declined  to  677,  700  in  1975.      The 
recorded  drop,    however,    is  not  evident  in  the  numbers  of  people 
who  use  the  city.     Each  morning  of  a  business  day  a  wave  of  commu- 
ters come  into  the  city,    raising     daytime  population  by  many 
thousands.      With  commuters,    tourists,    and  the  varied  entertainment, 
sports  and  cultural  attractions,    the  population  of  San  Francisco  is 
much  greater  than    shown  in  head  counts. 


Although  recorded  population  has  declined,    school  enrollment  is 
above  that  of  1950. 

San    Francisco  School  Enrollment 

1975  74,800 

1974  71,298 

1972  78,829 

1970  86,672 

I960  89,355 

1950  70,728 
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There  is  representation  of  varied  ethnic  groups  living  in  San  Francisco, 
as  shown  below: 

19^5  Census  of  Population  by  Ethnic  Groups  for  San  Francisco* 


White 

387,  644 

57.2% 

Spanish  American 

96,  233 

14.2 

Negro 

90,  812 

13.4 

Chinese 

55,  571 

8.  2 

Filipino 

23,  720 

3.5 

Japanese 

10,  843 

1.5 

American 

Indian 

2,  711 

.4 

Other 

10,  166 

1.5 

Total  -  677,  700  100% 


*San  Francisco  Chamber  of  Commerce 
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Government 

The  City  and  County  of  San  Francisco  has  identical  borders  and 
consolidated  government,    which  was  incorporated  February  18,    1850, 
under  charter.      There  is  an  elected  mayor.      Legislative  powers  are 
vested  in  a  Board  of  Supervisors  consisting  of  1 1  members.     Both  the 
mayor  and  the  Board  of  Supervisors  are  elected  to  four-year  terms. 


The  Mayor  is: 

George  R.    Moscone 

As  an  elected  official,    the  mayor  is  the  chief  executive 
officer  of  the  city  and  county. 


The  members  of  the  Board  of  Supervisors  are: 

Quentin  L.    Kopp,    President 

John  J.    Barbagelata 

Dianne  Feinstein 

Terry  A.    Francois 

Robert  E.    Gonzales 

John  L.    Molinari 

Robert  H.   Mendelsohn 

Alfred  J.    Nelder 

Ronald  Pelosi 

Peter  Tamaras 

Dorothy  von  Beroldingen 

The  Board  elects  one  of  its  members  as  president  of  the 
Board  for  a  two-year  term. 


The  mayor  appoints  the  Police  Commission,    each  member  is 
appointed  to  a  four-year  term. 

The  following  are  members  of  San  Francisco  Police 
Commission: 

Richard  J.    Siggins,    President 
Judith  Ciani 
Herman  E.    Gallegos 
Reverend  James  A.    Hall 
Jane  McKaskle  Murphy 

The  Police  Commission  appoints  the  chief  of  police. 

The  Chief  of  Police  is  Charles  R.    Gain. 
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Police  Services  Costs 


For  the  1975-76  Fiscal  Year  the  San  Francisco  Police  Department 
budget,    including  costs  for  personnel  fringe  benefits,    was   $71,  906,  551 
Budget  costs,    minus  the  fringe  benefits  of  $23,  911,  738,    amounted  to 
$47,994,  813. 


Of  the  $47,  994,  813  budgeted,    $44,017,960   (91 .  7%)  went  for  salaries 
of  police  personnel.      The  balance  of  $3,  976,  853  (8.  3%)  was  allocated 
for  Operation  and  Equipment,    which  included  Contractual  Services, 
Equipment  and  Supplies,    and  special  programs. 


The  total  budget  approved  for  the  1976-77  Fiscal  Year  was  $75,  604,  11* 
which  is   $3,  697,  565  (5.1%)  increase  over  the  previous  year. 


The  following  are  comparative  budget  figures  for  the  two  fiscal  years. 

Actual  Budget  Approved  Budget 

1975-76  1976-77 

Police  Salaries                                $44,017,960  $41,962,091      -04.6% 

Operations  and  Equipment             3,  976,  853  3,  711,  662      -06.6% 

Subtotal-                                  $47,994,813  $45,673,753      -04.8% 

Fringe  Benefits                                   23,  911,  738  29,  930,  363      +25.1% 

Total-                                         $71,906,551  $75,604,116     +05.1% 


In  spite  of  increasing  costs,    the  1976-77  Budget  approved  for  Salaries 

and  Operations  and  Equipment  declined  by  04.8%.      However,    the 

25.  1  %  rise  for  fringe  benefits  increased  the  total  police  budget  by  5.  1  % 
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Budgets  and  Per  Capita  Cost 
for  Selected  California  Police  Departments 

1975-76  Fiscal  Year 


The  chart  below  reflects  the  1975-76  Fiscal  Year  police  services   ' 
cost  for  the  seven  major  cities  in  the  state.      The  budgets  as  shown 
do  not  include  employee  fringe  benefits.      The  inclusion   of  fringe 
benefits  for  San  Francisco  increases  total  expenditures  for  the 
police  department  to  $71,  906,  551,    raising  per  capita  cost  for 
police  service  to  $107.14  for  the  1975-76  Fiscal  Year. 


The  data  presented  is  for  information  only.     It  is  not  intended  as  a 
comparative  study.     Each  city  must  be  separately  evaluated  because 
there  are  many  factors  that  influence  the  need  for  police  service. 


1975-76  Fiscal  Year 

Total  Per 

City                          Police                    Police  Capita 

Department                Population                   Budget              Personnel  ■  Cost 


Los  Angeles  2,  720,  600  $196,961,922  10,345  $72.39 

San  Diego  766,100  26,752,188  1,240  34.92 

San  Francisco  671,100  47,994,813  2,380  71.51 

San  Jose  547,500  18,900,000  972  34.52 

Oakland  336,600  20,869,570  956  62.00 

Long  Beach  339,600  19,669,042  984  57.91 

Sacramento  262,100  16,408,973  526  62.60 
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SECTION  II 
ORGANIZATION 


Definition  of  Terms 


Definitions  that  follow  in  this  survey  report  have  been  set  out  to 
assure  that  special  words  or  phrases  used  will  have  common  under, 
standing  among  those  who  read  it. 

DEPARTMENT     -     San  Francisco  Police  Department 


BUREAU 


DIVISION 


SECTION 


UNIT 

ZONE 

SECTOR 
DISTRICT 


-  Primary  subordinate  organization  segment  of  the 
department. 

-  Primary  subdivision  of  a  bureau  with  department- 
wide  responsibility  for  providing  a  specific 
specialized  function. 

-  Secondary  subdivision  of  a  bureau  and  the  princi- 
pal subordinate  part  of  a  division  usually  assigned 
to  perform  part  of  the  responsibility  of  a  division, 
or  a  small  element,    functioning  independently  and 
separately. 

-  Subdivision  of  a  section. 

-  Primary  geographic  division. 

-  Primary  geographic  subdivision  of  a  zone. 
-     Subdivision  of  a  sector 


BEAT 


POST 


PLATOON 


WATCH 


SQUAD 


-  Geographical  area  of  variable  size  within  a  district 
to  which  one  or  more  officers  are  specifically- 
assigned  for  patrol  purposes. 

-  Fixed  geographic  location  to  which  an  officer  is 
assigned. 

-  Unit  of  members  and  employees  serving  a  like 
formation,    assigned  to  a  designated  span  of  time 
(watch)  for  duty  purposes. 

-  (Shift)  designated  span  of  time  (usually  eight 
hours)  within  a  24-hour  period,    during  which 
personnel  are  actually  engaged  in  the  performance 
of  assigned  duties. 

-  The  group  of  men  supervised  by  a  sergeant. 
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The  Police  Commission 


The  legal  basis  for  the  organization    and  administration  of  the 
San  Francisco  Police  Department  is  contained  in  the  Charter  of  the 
City  and  County  of  San  Francisco.      The  Charter       Section  3.530 
states: 

"The  police  department  shall  consist  of  a  police 
commission,    a  chief  of  police,    a  police  force  and 
such  clerks  and  employees  as  shall  be  necessary 
and  appointed  pursuant  to  the  provisions  of  this 
charter,    and  shall  be  under  the  management  of  a 
police  commission  consisting  of  five  members 
who  shall  be  appointed  by  the  mayor.  .  . 
The  term  of  each  commissioner   shall  be  four 
years. . ." 

The  Charter       Section  3.532      states: 

"The  commission  shall  appoint  a  chief  of  police 
who  shall  hold  office  at  its  pleasure.  " 


The  office  of  the  Police  Commission  is  located  in  the  Hall  of 
Justice  on  the  fifth  floor,    near  the  office  of  the  chief  of  police. 
The  office  is  staffed  by  a  secretary  to  the  Police  Commission 
and  two  clerks.      The  secretary  is  a  sergeant  of  police  who  is 
on  leave  from  the  department  to  fill  the  exempt  position,    which 
he  has  held  for  the  past  seven  years. 


The  commission  holds   scheduled  meetings  to  conduct  police 
business. 
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The  Chief  of  Police 


According  to  the  charter  of  the  City  and  County  of  San  Francisco, 
the  Police  Commission  "shall  have  the  power  and  duty  to  organize, 
reorganize  and  manage  the  police  department.  "     The  chief  of  police 
is  appointed  by  the  commission  and  serves  as  an  executive  officer 
to  implement  the  directions  of  the  Police  Commission. 


Under  the  charter,    the  chief   has  "special  powers",    as  follows: 


3.537     Special  Powers  of  the  Chief  of  Police 

In  the  suppression  of  any  riot,    public  tumult,    disturbance  of  the 
public  peace  or  organized  resistance  against  the  laws  or  public 
authority,    the  chief  of  police,    in  the  lawful  exercise  of  his  functions, 
shall  have  all  the  powers  that  are  now  or  that  may  be  conferred  on 
the  sheriff  by  the  laws  of  this  state. 

The  chief  of  police  shall  have  the  power,    by  regulation,    to  provide 
for  the  care  and  restitution  of  property  that  may  come  into  possession 
of  any  officer  or  employee  thereof,    and  the  sale  at  public  auction  of 
all  such  unclainn  d  property,    as  wel]  as  the  disposition  of  such 
property  as  shall  consist  of  weapons  or  articles  used  or  that  may 
be  used  in  the  commission  of  crime,    or  the  sale  or  disposition  of 
which  is  prohibited  by  law. 

The  chief  of  police  may  refuse  to  issue  any  permit  that  is  subject  to 
police  department  investigation  and  issuance,    if  it  shall  appear  that 
the  character  of  the  business  or  the  applicant  requesting  such  permit 
does  not  warrant  the  issuance  thereof,    or  he  may  revoke  any  such 
permit  as  soon  as  it  shall  appear  that  the  business  or  calling  of  the 
person  to  whom  it  was  granted  is  conducted  in  a  disorderly  or  im- 
proper manner,    or  that  the  place  in  which  the  business  is  conducted 
or  maintained  is  not  a  proper  or  suitable  place  in  which  to  conduct 
or  maintain  such  business  or  calling. 

The  chief  of  police  in  the  performance  of  police  duties  shall  have 
power  to  examine  at  any  time  the  books  and  the  premises  of  pawn- 
brokers,   peddlers,    junk  and  second-hand  dealers,    auctioneers  and 
other  businesses  designated  by  the  board  of  supervisors,    and  for 
these  purposes  shall  have  the  power  of  inquiry,    investigation  and 
subpoena,    as  provided  by  this  charter. 
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3.538  Traffic  Regulation 

The  traffic  function  of  the  police  department  shall  be  under  the 
jurisdiction  of  the  chief  of  police,    who  shall  have  powers  and  duties 
relating  to  street  traffic,    subject  to  laws  relating  thereto  as  follows: 
(a)  to  regulate  all  street  traffic  by  means  of  police  officers  and  the 
emergency  use  of  temporary  signs  or  devices;   (b)  to  promote  traffic 
safety  education  and  to  receive  and  give  prompt  attention  to  complaints 
in  relation  to  street  traffic  and  to  refer  all  complaints  relating  to  or 
arising  from  street  design  or  from  traffic  devices,    or  the  absence 
thereof,    to  the  department  of  public  works;  (c)  to  collect  and  com- 
pile traffic  accident  data,    copies  whereof  shall  be  furnished  to  the 
department  of  public  works;  (d)  to  cooperate  and  advise  for  the  best 
performance  of  these  functions,    with  the  department  of  public  works, 
the  public  utilities  commission,    the  fire  department,    the  department 
of  city  planning,    the  board  of  supervisors  and  other  departments  and 
agencies  of  the  city  and  county  and  state  as  may  be  necessary;  and 
(e)  to  review  all  proposed  plans  relating  to  street  traffic  control 
devices  which  are  received  from  the  department  of  public  works 
and  to  make  such  recommendations  to  that  department  as  may  be 
deemed  necessary  for  the  proper  regulation  of  street  traffic  within 
fifteen  (15)  days  after  receipt  of  said  plans  from  the  department  of 
public  works,    pursuant  to   section  3.510  of  this   charter. 

The  powers  and  duties  of  the  chief  of  police  with  respect  to  traffic 
functions  hereinabove  stated  shall  not  modify  to  any  extent  the  powers 
and  duties  of  any  department  or  office,    but  shall  be,    first  for  the 
purpose  of  assisting  the  chief  of  police  in  his  regulation  of  traffic, 
and,    second,    for  the  purpose  of  recommendation  only,    to  other 
departments  or  oj   ices  upon  matters  within  their  jurisdiction;    but 
affecting  to  any  extent  the  regulation  of  traffic. 

The  effective  date  of  this  section  as  amended  herein  shall  be  July  1, 
1972. 

3.539  Special  Police  Funds 

The  board  of  supervisors  shall  have  the  power  to  appropriate  to  the 
police  department  an  amount  not  to  exceed  in  any  one  fiscal  year 
the   sum  of  $50,  000  to  be  known  as  the  contingent  fund  of  the  chief 
of  police.     The  chief  of  police  may  from  time  to  time,    disburse  such 
sums  from  such  fund  as  in  his  judgment  shall  be  for  the  best  interests 
of  the  city  and  county  in  the  investigation  and  detection  of  crime,    and 
the  police  commission  shall  allow  and  order  paid  out  of  such  contin- 
gent fund,    upon  orders   signed  by  the  chief  of  police,     such  amounts 
as  may  be  required. 

The  board  of  supervisors  shall  have  the  power  to  appropriate  to  the 
police  department  an  amount  not  to  exceed  in  any  one  fiscal  year 
the  sum  of  $50,  000  to  be  known  as  the  narcotic  fund  of  the  chief  of 
police.      The  chief  of  police  may  from  time  to  time,    disburse  such 
sums  from  such  fund  as  in  his  judgment  shall  be  for  the  best  interests 
of  the  city  and  county  in  the  enforcement  of  the  narcotic  laws,    and 
the  police  commission  shall  allow  and  order  paid  out  of  such  narcotic 
fund,    upon  orders   signed  by  the  chief  of  police,    such  amounts  as  may 
be  required. 
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Principles  of  Organization 


As  a  primary  step  in  fully  accomplishing  its  goals,    the  police 
department  must  organize  in  such  a  way  that  the  people  in  the 
organization  function  most  effectively  and  efficiently,    and  in  a 
harmonious  manner.     In  itself,    perfection  in  structure  of  an 
organization  is  no  guarantee  as  to  the  quality  of  its  performance. 
But  failure  to  adhere  to  accepted  contemporary  principles  of 
organization  will  surely  detract  from  the  maximum  potential  for 
success. 


To  facilitate  the  operation  of  the  organization,    consideration 
should  be  given  to  the  following  organizational  principles: 

-  Each  task  and  function  should  be  identified  and  defined. 

-  Group  together  in  a  logical  fashion  those  tasks  and  functions 
that  are  similar. 

-  Limit  the  number  of  subordinates  to  be  supervised  by  one 
supervisor. 

-  Each  employee  should  have  no  more  than  one  immediate 
superior  to  whom  he  is  answerable. 

-  Authority  should  be  commensurate  with  responsibility,  and 
those  to  whom  responsibility  has  been  given  should  be  held 
accountable. 

-  Responsibility  for  the  performance  of  each  task  and  function 
should  be  fixed. 

-  Through  channels  of  communication  or  "chain  of  command", 
lines  of  authority  and  responsibility  must  be  clearly  established 
so  that  communications,    both  upward  and  downward,    will  go 
through  each  succeeding  rank  or  level. 

-  Workload  should  be  equitably  apportioned. 
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Members  of  the  department  should  be  so  organized  and 
motivated  that  their  efforts  are  directed  toward  common 
goals. 

The  organization  should  be  dynamic  and  flexible  to  meet 
constantly  changing  requirements. 


The  foregoing  principles  were  factors  in  evaluating  the  organization 
of  the  department.     A  proposed  organizational  chart  of  the  depart- 
ment is  shown  on  Page  2-28. 
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Organization  of  San  Francisco  Police  Department 


For  many  years,    under  the  Police  Commission,    the  San  Francisco 
Police  Department  was  organized  with  the  chief  of  police  as  department 
head.     One  deputy  chief  was  responsible  for  the  Internal  Affairs,    Legal 
Office,    Juvenile  Bureau,    and  Staff  Services  Unit.      The  balance  of  the 
department  was  under  the  immediate  direction  of  the  chief  of  police. 
This  included: 

Traffic  Bureau 
Patrol  Bureau 
Administration  Bureau 
Personnel  and  Training  Bureau 
Technical  Services   Bureau 
Narcotics  Bureau 
Special  Services  Bureau 
Inspectors  Bureau 
Community  Relations  Unit 
Intelligence  Unit 

Obviously,    it  was  too  much  to  expect  of  the  chief  of  police  to  effectively 
direct  and  control  eight  major  and  two  subordinate  functions,    which 
constitute  almost  tho  total  department.     He  also  had  to  cope  with  the 
demands  for  his  time  for  community  contacts,    speeches,    conferences 
and  meetings.     Consequently,    commanders  of  the  bureaus  and  subor- 
dinate units  exercised  considerable  independence  in  management, 
resulting  in  general  lack  of  direction,    coordination  and  performance. 
Under  the  conditions,    it  was  not  possible  for  the  chief  to  effectively 
administer  the  department.     See  Organization  Chart,    Page   2-8. 


No  further  evaluation  of  the  organization  as  it  then  existed  is  being 
made.      The  foregoing  comments  were  made  in  order  to  give  continuity 
to  subsequent  organization  changes. 
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A  Year  of  Transition 

During  the  last  year  the  organization  structure  of  the  San  Francisco 
Police  Department  has  been  in  a  state  of  transition.      The  department 
has  experienced  a  series  of  changes. 


Until  April  1976,    the  department  operated  under  the  old  organization 
structure  with  one  deputy  chief.     At  that  time  four  major  bureaus 
were  created: 

Field  Operations 
Investigations 
Administration 
Support  Services 

Although  the  head  of  each  bureau  was  not  a  deputy  chief,    there  were 
certain  ranking  officers  designated  to  act  as  bureau  heads.     On  July  1, 
the  beginning  of  the  1976-77  Fiscal  Year,    four  positions  of  deputy 
chief  were  created.      The  department  continued  to  operate  with  the 
four  bureaus  until  August  11,    when  it  was  again  reorganized  and 
only  three  bureaus  were  retained.      The  deputy  chief  in  charge  of  the 
fourth  bureau  was  dropped  back  to  his  permanent  rank  of  captain. 


The  three  bureaus  remained  until  February  2,    1977,    at  which  time 
four  bureaus  were  again  adopted  as  the  basic  organization  structure. 
The  fourth  position  of  deputy  chief  was  filled.     During  the  last  year 
the  several  organization  changes  did  not  receive  the  formal  approval 
of  the  Police  Commission;  however,    it  was  aware  of  the  changes  and 
acquiesced.      The  present  four-bureau  structure  awaits  formal 
approval  by  the  Police  Commission. 
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Present  Organization 

Under  the  office  of  the  chief,    the  department  is  organized  with  three 
sections  and  four  major  bureaus. 


Office  of  the  Chief 



Assisting  the  chief  in  his  office  is  a  lieutenant  of  police  who  serves  as 
an  administrative  aid  to  the  chief,    and  also  supervises  four  clerical 
staff.     An  information  officer  reports  to  the  chief;  however,    his 
position  is  not  shown  on  the  organization  chart. 


Three  Sections 

Positioned  immediately  under,    and  reporting  directly  to  the  chief, 
are  three  sections  whose  functions  are  closely  allied  with  the  tasks 
of  fulfilling  administrative  responsibilities.      They  are: 

Community  Relations 
Internal  Affairs 
Intelligence 


Four  Bureaus 

The  four  major  bureaus  comprise  all  of  the  department  except  the 
foregoing.     Each  bureau  is  under  the  direction  of  a  deputy  chief. 


Field  Operations   Bureau 

The  Field  Operations  Bureau  consists  of: 

Patrol  Division  (which  contains  9  district  stations) 

Crime  Specific  Division 

Traffic  Division 

Crime  Prevention  Section 
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Investigations   Bureau 

The  Investigations  Bureau  consists  of: 

Personal  Crimes  Division 
Property  Crimes  Division 
Youth  Services  Division 
Vice  Crimes  Division 

Support  Services  Bureau 

Support  Services  Bureau  consists  of: 

Records  Division 
Communication  Division 
Property  Control  Section 
Criminalistics  Division 

Administration  Bureau 

The  Administration  Bureau  consists  of: 

Research  and  Development  Division 

Permit  Section 

Legal  Section 

Personnel  and  Training  Division 
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San  Francisco  Police  Department 
PERSONNEL  DISTRIBUTION  REPORT 

UDGETED /FUNDED  POSITIONS,    SWORN 

Manner 

in  Which  Filled 

Position /Classification 

Number  Authorized 

Number 
Filled 

Variance 

Permanent 

Temporary 

City 
Budget 

Other 
Budget 

Total 
Authorized 

CETA 

hief  of  Police 

1 

1 

1 

1 

)eputy  Chief 

4 

4 

4 

4 

Supervising  Captain 

2 

2 

2 

2 

~riminoligist 

1 

1 

1 

1 

sec.    Police  Commission 

1 

1 

1 

1 

3aptain 

22 

1* 

23 

23 

23 

lieutenant 

78 

78 

77 

1 

77 

Sergeant 

215 

215 

178**! 

37 

156 

22 

nspector 

138 

138 

1  33 

5 

133 

V-ssistant  Inspector 

128 

128 

100 

28 

81 

19 

3olice  Officer 

1157 

22" 

1179 

117l'" 

8 

1130 

22** 
1? 

* 

Jo  lice  wo  man 

6 

6 

'  6 

6 

. 

- 

.^otal  Sworn 

1753 

23 

1776 

1697 

79 

1615 

82 

"otal  Non-Sworn(see  pg  2) 

502 

235 

737 

683 

54 

449 

87 

147 

'otal  Sworn   &:  Civilian 

2255 

258 

2513 

2380 

133 

2064 

169 

147 

Comments:           *   Airport  A 

**    1   sergean 

'■•'•""    Funded  by 

pril  15,    1977 

Dpropri; 

t  and  1   i 

Title  I 

ition 
Dolice  0 

'.  for  ter 

2-17 

fficer  0 
1  month 

n  leave 

s  from 

vlarch  1 

4,    1977 

San  Francisco  Police  Department 
PERSONNEL  DISTRIBUTION  REPORT 


Manner 

in  Which  F 

illed 

Position /Classification 

Number  Authorized 

Number 
Filled 

Variance 

Permanent 

Temporary 

Ch.TA 

City 

Budget 

Other 

Budget 

Total 

Authorized 

Internal  Affairs  Investipator 

- 

Asst.  Director,  Int.  Affairs 

- 

Police  Commissioner 

5 

5 

5 

0 

5 

General  Clerk  Typist 

3 

3 

3 

0 

3 

Payroll  Clerk 

6 

6 

6 

0 

6 

Sr.  Payroll/Personnel  Clerk 

1 

1 

1 

0 

1 

Chief  Pa> ;  nil/Personnel  CI. 

- 

Principal  Clerk 

2 

2 

2 

0 

2 

Jr.    Clerk  Typist 

2 

2 

2 

0 

2 

Clerk  Typist 

70 

28 

98 

91 

7 

61 

30 

Sr.   Clerk  Typist 

44 

2 

46 

36 

10 

34 

2 

Jr.   Clerk  Stenographer 

5 

5 

5 

0 

5 

Clerk  Stenographer 

12 

* 

12 

10 

2 

10 

Sr.    Clerk  Stenographer 

27 

27 

25 

2 

25 

Principal  Clerk  Steno. 

1 

1 

1 

0 

1 

Stenographic  Secretary 

2 

2 

2 

0 

2' 

Legal  Stenographer 

1 

1 

0 

1 

Account  Clerk 

1 

1 

1 

0 

1 

Accountant 

1 

1 

1 

0 

1 

Sr.    Accountant 

1 

1 

1 

0 

1 

Telephone  Operator 

5 

1    &  3 

9 

8 

1 

4 

3 

1 

Sr.    Telephone  Operator 

10 

10 

10 

0 

10 

Chief  Telephone  Operator 

1 

1 

1 

0 

1 

Offset  Machine  Operator 

_ 

Sr.  Offset  Machine  Operator 

- 

Police  Statistical  Clerk 

1 

1 

1 

0 

1 

Sr.  Administrative  Analyst 

1 

1 

1 

0 

1 

Operations  Analyst 

4 

4 

2 

2 

2 

Management  Assistant 

1 

1 

1 

0 

1 

Sr.  Management  Assistant 

1 

1 

1 

Sr.  Systems/Proced.  Analyst 

1 

1 

I 

0 

1 

4 

4 

4 

0 

4 

Laboratory  Helper 

1 

1 

2 

1 

1 

1 

5 

5 

5 

0 

5 

Graphic  Artist 

Bldg/Grounds  Patrolman 

12 

44 

56 

54 

2 

10 

6 

38 

Parking  Controlman 

119 

119 

110 

9 

110 

Traffic  Controlman 

18 

18 

14 

4 

14 

Station  Officer 

43 

23 

66 

59 

7 

39 

20 

Police  Comm.  Dispatcher 

57 

2 

59 

56 

3 

54 

2 

Fingerprint  Classification  CI 

26 

26 

26 

0 

26 

Assistant  Criminalist 

4 

4 

4 

0 

4 

Criminalist 

1 

1 

1 

0 

1 

Police  Matron 

3 

3 

2 

1 

2 

Clerk 

14 

14 

14 

0 

14 

Muni  Security 

59 

59 

59 

0 

59 

Cadet 

35 

35 

34 

1 

34 

Staff  Aide 

13 

13 

13 

0 

13 

Staff  Assistant 

6 

6 

6 

0 

6 

Staff  Assistant 

1 

1 

1 

0 

1 

Staff  Assistant 

1 

1 

1 

0 

1 

Staff  Assistant 

2 

2 

2 

0 

" 

Total  Non-Sworn  Personnel 

502 

235 

737 

683 

54 

449 

87 

147 

April  15,    1977 


__^a. 


San  Francisco  Police  Department 
DISTRIBUTION  OF  BUDGETED/FUNDED  POSITIONS 

OFFICE  OF  THE  CHIEF 


Location  of  Budgeted/Fiscal  Positions  in  Organizational  Units 

Total 
Auth. 

Total 
Act. 

Chief's 

Office 

Staff 

Community 
Relations 

Intelli 

gence 

Internal 
Affiirs 

1    ~'ILC 

Commis- 
sioner 

Position,   Class 

Auth. 

Act. 

fVuth. 

Act. 

Auth. 

Act. 

Auth. 

Act. 

Auth. 

Act. 

Sworn 

Chief 

1 

1 

Police  Comm,    Secretary 

1 

1 

Captain 

1 

1 

Lieutenant 

4 

1 

1 

2 

Sergeant 

8 

1 

7 

Inspector 

9 

7 

2 

Asst.    Inspector 

17 

10 

1 

6 

Police  Officer  * 

16 

5 

9 

2 

Police  Woman 

1 

1 

) 

Total  Sworn 

58 

18 

10 

11 

18 

1 

Nonsworn 

I. A.  D.    Investigator 

Assistant  Director  I.  A.  D 

General  Clerk    Typist 

Prin.    Clerk 

Clerk 

1 

1 

Jr.    Clerk  Typist 

Clerk  Typist 

5 

1 

2 

2 

Senior  Clerk  Typist 

Jr.    Clerk  Steno 

Clerk  Steno 

3 

1 

1 

1 

Senior  Cler';  Steno 

3 

1 

1 

1 

1 

Prin.    Clerk  Steno 

1 

Steno  Secretary 

1 

1 

Legal  Steno 

Police  Stat.    Clerk 

Building /Grounds 

Parking  Control 

Statirn  Officer 

2 

2 

Cadet 

2 

?■ 

Staff  Assistant 

2 

2 

20 

n 

3 

2 

6 

3 

Grand  Total 

78 

24 

13 

13 

24 

4 

April   15,    1977 
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San  Francisco  Police  Department 
DISTRIBUTION  OF  BUDGETED/FUNDED  POSITIONS 
ADMINISTRATION  BUREAU 


Location  of  Budgeted/Funded  Positions  in  Orpani,.atin„.-il   n„.-„ 

Total 
Auth. 

Total 
Act- 
ual 

D.C.Off. 

Legal 

R.    &  D. 

Permits 

Personnel  &   Training  Division 

Position,    Class 

Staff 

Staff 

Auth 

Act. 

Auth 

.    Act. 

Auth. 

Act. 

Auth 

Act. 

Auth 

Act. 

I  -cave 

Auth 

Act. 

Sworn 

u; —  -  -  — 

Deputy  Chief 

1 

1 

Captain 

3 

1 

1 

1 

Lieutenant 

4 

1 

1 

1 

1 

Servant 

17 

2 

1 

1 

2 

8 

3 

Inspector 

7 

1 

6 

Assistant  Inspector 

5 

1 

2 

2 

Police  Officer 

147 

3 

9 

3 

9 

38 

5 

80 

' 

Policewoman 

Total  Sworn 

184 

1 

7 

12 

.  5 

16 

55 

8 

80 

Nonsworn 

General  Clerk  Typist 

1 

1 

Payroll  Clerk 

0 

6 

Sr.  Payroll/Personnel  CI. 

1 

1 

Chief  Payroll/Pers.  Clerk 

Clerk 

Principal  Clerk 

1 

1 

Junior  Clerk  Typist 

1 

1 

Clerk  Typist 

- 

8 

7 

1 

Senior  Clerk  Typist 

3 

2 

1 

1 

Junior  Clerk  Stcno 

Clerk  Steno 

1 

] 

Sr.    Clerk  Steno 

3 

1 

1 

1 

Principal  Clerk  Steno 

Steno  Secretary 

Legal  Steno 

Account  Clerk 

1 

1 

Accountant 

1 

1 

Sr.    Accountant 

1 

1 

Offset  Machine  Operator 

Sr.    Offset  Machine  Op. 

Police  Station  Clerk 

i 

1 

Sr.    Admin.    Analyst 

1 

1 

Operations  Analyst 

2 

2 

Management  Assistant 

1 

1 

Sr.    Management  Assist. 

Sr.  Systems  Proced.  Anal. 

2 

1 

1 

Graphic  Artist 

Building /Grounds 

Parking  Control 

4 

4 

Station  Officer 

5 

1 

3 

1 

Cadet 

6 

1 

1 

4 

Muni  Security 

1 

1 

Lab  Helper 

1 

1 

Trriffic  Control 

1 

1 

Total  Nonsworn 

S3 

2 

12 

■1 

25 

10 

Grand  Total 

23  7 

1 

o 



-4 

9 

•11 

65 

8 

sn 

April  15,    1977. 
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San  Francisco  Police  Department 
DISTRIBUTION  OF  IS  UDCICTIJD/FUNDKD  POSITIONS 


FIELD  OPERATIONS  BUREAU 

LiOcatinn  of  Budgeted/Funded  Positions  in  Ori;ani  zat  ionu  '  Units 

Total 
Auth. 

Total 

Dcp.    Chief 
Office 

Patrol 
Divis  ion 

Traffic 
Division 

Crime 
Prcv.   Ed. 

Airport 

Position,    Class 

\ctual 

Auth. 

Act. 

Auth. 

Act. 

Auth. 

Act. 

Auth. 

Act. 

Auth. 

Act. 

Sworn 

Deputy  Chief 

1 

1 

Supervising  Captain 

2 

1 

1 

Captain 

13 

11 

1 

1 

T  .i  r»nt  p  n(i  nf 

47 

41 

5 

1 

Serjeant 

135 

115 

19 

1 

Inspector 

5 

5 

Asst.    Inspector 

6 

6 

Police  Officer' 

940 

1 

841 

97 

1 

Policewoman 

Total  Sworn 

1149 

2 

1009 

134 

3 

1 

Non  sworn 

General  Clerk  Typist 

Clerk 

Prin.    Clerk 

Junior  Clerk  Typist 

Clerk  Typist 

b 

1 

5 

3 

1 

1 

1 

Junior  Clerk  Stenographer 

1 

1 

Clerk  Stenographer 

4 

4 

Senior  Clerk  Slenoi^rapher 

10 

9 

1 

Prin.    Clerk  Stenographer 

Sten-iL  raphe i    Secretary 

Police  Station  Clerk 

Stableman 

5 

5 

Building  and  Grounds 

54 

54 

Parking  Control 

106 

11 

95 

Traffic  Control 

13 

13 

Station  Officer 

45 

40 

5 

Cadet 

2 

1 

1 

2 

2 

57 

57 

Staff  Aide 

12 

12 

Staff  Asst. 

6 

6 

Staff  Asst. 

1 

1 

Staff  Asst. 

1 

1 

117 

328 

179 

128 

21 

C,R  AND  TOTAL 

1477 

2 

1188 

262 

24 

1 

April   15,    1977. 


2-21 


^ 

_ 

m 

c] 

m 

_ 

r  , 

m 

m 

O 

CO 

U, 

< 

■— • 

•—t 

0] 

i 

U 

3 
< 

-r 

^H 

,  , 

r» 

. 

T 

s0 

r*i 

0 

u 

< 

>o 

r- 

CO 

X 

■?, 

^ 

"J* 

_ 

r- 

f*1 

^ 

— . 

in 

r- 

o 

ffi 

u 

r-l 

co 

O 

— 

U) 

< 

"~ ' 

^* 

0 

C 

1 ) 

X 

D 

3 

_l 

< 

cd 

o 

1* 

** 

-n 

r- 

rf 

O 

u 

< 

in 

r^ 

h- 

N 

0 

1} 

■^ 

o 

< 

c 

*^ 

ci 

r- 

_! 

_! 

m 

m 

rg 

in 

C 
0 

u, 

< 

co 

O 

0 

'£ 

u 

£ 

1* 

cu 

o 

•f 

_l 

^* 

m 

iH 

m 

-^ 

— ^ 

m 

w 

< 

■~ 

3 

u 

- 

ID 

< 

«.; 

--, 

M' 

_, 

O* 

i/i 

— 1 

^-« 

in 

r- 

f*J 

o 

_i 

CO 

o 

~* 

TJ 

(J 

< 

— • 

^^ 

a 

o 

X 

0 

u 

ZJ 

-ft- 

c 

0 

■J 

*- 

, 

*r> 

•-> 

<-» 

■^ 

nO 

ro 

u 

u 

< 

vO 

oo 

J 

o 
U 

< 

J 

- 

T 

m 

m 

™ 

■^* 

^ 

■* 

o 

- 

pa 

6 
u 

< 

3 

< 

^ 

ro 

_ 

o 

m 

-H 

CO 

in 

CO 

ro 

< 

< 

"^ 

- 

rO 

- 

.r. 

U 

3 

< 

' 

— 

_ 

0 
H 

3 

O 

O 

C\) 

CO 

o 

-4 

o 

U"> 

■* 

£ 

o 

r- 

r- 

< 

■-* 

GO 

o 

■' 

5 

X 

H 

< 

G 

H 

,* 

a 

o 

L. 
V 

u 

a 

a 

0 

c 
(O 

0J 

M 

1-. 

■■-■' 

U 

r. 

0 

u 

u 

>H 

0) 

_ 

^ 

x 

)', 

j<: 

01 

« 

0 

0 

'J 

. 

■a 

u 

-■ 

i 

a 

c 

C 

0) 

5 

u 
5 

c 
o 

CO 

0 

> 

U 

js 

U 
u 

U 

o 
H 

o 

V 

O 

u 

c 
c/j 

V 

U 

U 

a 

In 
U 

C 

F: 

0 

U 

EN 

C 

0 

C 
0 

k 

■J 
U 

u 

0 
H 

'/ 

2 

u 

1 

[/I 

^ 

c 

u 

c 

,0 

•  ■ 

_ 

■0 

o 

1/. 

f-H 

H 

1 

C 

a 

5 

u 

c 

U 

IS) 

U 

i:'. 

0 

a 

n 

0. 

(O 

a 

c 

M 
i. 
1 

a 
< 


2-22 


San  Francisco  Police  Department 
DISTRIBUTION  OF  BUDGETED/FUNDED  POSITIONS 

INVF.STIGAT  IONS '»  UREA  U 


Location  of  Budgeted/Funded  Positions  in  Organization  ■'  >.    its 

Total 
Auth. 

Total 
Actual 

Dep.  Chiefs 
Office 

Personal 
Crimes  Div 

Propc  rly 
Crimes  Div. 

Vice 
Crimes  Div. 

Youth  Svcs. 
Division 

Position,    Class 

Auth. 

Act. 

Auth. 

Act. 

Auth. 

Act. 

Auth. 

Act. 

Auth. 

Act. 

Sworn 

Deputy  Chief 

1 

1 

Captain 

4 

1 

1 

) 

1 

Lieutenant 

13 

4 

6 

2 

1 

Serjeant 

3 

1 

1 

1 

Inspector 

103 

48 

35 

5 

15 

Asst.    Inspector 

67 

21 

21 

18 

7 

Police  Officer 

19 

18 

1 

Policewoman 

4 

1 

3 

Total  Sworn 

214 

1 

74 

64 

46 

29 

Nonsworn 

General  Clerk  Typist 

Prin.    Clerk 

1 

1 

Junior  Clerk  Typist 

1 

1 

Clerk  Typist 

10 

1 

6 

2 

1 

Senior  Clerk  Typist 

3 

1 

2 

Junior  Clerk  Stenographer 

2 

1 

1 

Clerk  Stenographer 

2 

1 

1 

Senior  Clerk  Stenographer 

5 

1 

1 

3 

Prin.    Clerk  Stenographer 

Stenographer  Secretary 

1 

1 

Legal  Ste  nog  raphe  r 

Policc  Staii.  ■•  Clerk 

' 

Building  art  Grounds 

Station   Officer 

Fingerprint  Classifier 

1 

1 

Cadet 

9 

2 

4 

Z 

1 

Muni  Security 

1 

1 

Clerk 

3 

1 

2 

Staff  Aide 

1 

1 

Total  Nonsworn 

40 

2 

7 

17 

6 

8 

nRAND  TOTAL 

254 

3 

81 

Rl 

32 

37 



April   15,    1977. 
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San  Francisco    Police  Department 
DISTRIBUTION  OF  BUDGETED/FUNDED  POSITIONS 


SUPPORT  SERVICES  BUREAU 


Location  of  Budgeted/Funded  Positions  in  Orv.iniz.ilii...  '  I'nit? 

Total 
Auth. 

Total 
*\ctua 

X- [J. Chief's 
Office 

Records 
Division 

Criminal. 
Divis ion 

C<  iiumiin. 

Division 

1'rope  rty 
Control  Sec. 

Position,    Class 

Auth. 

Act. 

Auth. 

Act. 

Auth. 

Act. 

Aulh. 

Act. 

Autii. 

Act. 

Sworn 

Deputy  Chief 

1 

1 

r.riminolo|;is1 

1 

1 

Captain 

2 

1 

1 

Lieutenant 

9 

1 

3 

1 

3 

1 

Serjeant 

15 

1 

8 

6 

Inspector 

9 

9 

Asst.    Inspector 

5 

2 

3 

Police  Officer 

49 

18 

4 

21 

6 

Policewoman 

1 

1 

Total  Sworn 

92 

3 

32 

18 

32 

7 

Nonsworn 

General  Clerk  Typist 

2 

2 

Clerk 

10 

10 

Prin.    Clerk 

Junior  Clerk  Typist 

Clerk  Typist 

f>2 

60 

2 

Senior  Clerk  Typist 

27 

27 

Junior  Clerk  Stenoii  rapher 

1 

1 

Senior  Clerk  Stenographer 

4 

1 

t 

1 

Prin.    Clerk  Stenocranher 

Slenonraphi •  r  Secretary 

Legal   Ste  n-      i  i   >he  r 

Telephone  Operator 

S 

8 

Senior  Telephone  Operator 

10 

10 

Chief  Telephone   Operator 

1 

1 

Police  Station  Clerk 

Storekeeper 

4 

4 

Eab  Helper 

1 

1 

Buildinii/G  rounds 

Station  Officer 

7 

1 

2 

4 

Police  Comni.  Dispatcher 

56 

56 

Fine.pt.    Class.    CIctk 

25 

24 

1 

Asst.    Criminalist 

4 

4 

1 

1 

Cadet 

15 

3 

12 

238 

1 

129 

9 

91 

8 

GRAND  TOTAL 

330 

4 

161 

27 

123 

15 

April  15,    1977. 
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POST  Proposed  Organization 


Demands  on  the  working  day  of  the  chief  are  not  limited  only  to  the 
job  of  managing  the  police  department.     A  substantial  part  of  his 
time  is  taken  up  in  meetings  with  community  representatives  and 
leaders,    conferring  with  and  speaking  before  groups  and  organiza- 
tions,   and  meeting  with  government  officials  at  all  levels.      These 
activities  are  essential  and  important;  however,    they  make  inroads 
on  his  time  and  energy.      These  are  real  factors  to  be  accounted  for 
in  the  structuring  of  the  police  organization. 


One  step  in  providing  greater  control  in  scheduling  use  of  the  chief's 
time,    is  to  limit  the  number  of  persons  in  the  organization  who 
report  directly  to  him.     Accordingly,    it  is  proposed  that  the  Com- 
munity Relations  Section  and  Internal  Affairs  Division  be  moved 
from  the  chief's  supervision  to  the  Administration  Bureau.     Place 
the  Permit  Section  under  the  Records  Division.     Also,    establish  a 
Staff  Inspections  Section  and  place  it  in  the  Administration  Bureau. 


The  Internal  Affairs  and  Community  Relations  functions  need  more 
day-to-day  scrutiny  and  supervision  of  operations.      The  chief  does 
not  have  the  time  to  do  this  to  the  degree  that  it  should  be  done. 
With  the  repositioning  of  these  divisions  under  the  Administration 
Bureau,    the  chief  can  continue  his  current  level  of  review. 


The  chief  of  police  would  then  have  reporting  directly  to  him  his 
administrative  assistant  and  office  staff,    information  officer, 
Intelligence  Section  commander,    plus  the  deputy  chiefs  of  the  four 
bureaus.      This  provides  a  workable  span  of  control  for  the  chief, 
with  some  time  for  planning  and  outside  commitments.     See 
proposed  organization  chart  on  Page  2-28. 
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Proposed  Organization 

The  proposed  organization  would  be  structured  as  follows: 

Office  of  Chief  of  Police 

Chief  of  Police 

Administrative  Assistant  &  Office  Staff 

Information  Officer 

Intelligence  Section 

Administration  Bureau 

Personnel  and  Training  Division 
Research  and  Development  Division 
Internal  Affairs  Division 
Community  Relations  Section 
Legal  Section 
Staff  Inspections  Section 

Field  Operations     Bureau 

Patrol  Divisi'  n 

Traffic  Division 

Crime  Specific  Division 

Crime  Prevention  Section 

Investigations  Bureau 

Personal  Crimes  Division 
Property  Crimes  Division 
Youth  Services  Division 
Vice  Crimes  Division 

Support  Services   Bureau 

Records  Division 
Communications  Division 
Property  Control  Division 
Criminalistics  Division 
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Staff  Inspections 


The  organization  chart  does  not  show  staff  inspections,   nor  is  there 
one  now  functioning  effectively.     It  is  suggested  that  a  formal  Staff 
Inspections  Unit  be  established  immediately  and  positioned  in  the 
Administration  Bureau.     Specific  areas  of  inquiry  regarding  persons, 
property  and  procedures  should  be  developed. 


It  is  imperative  that  the  chief  be  kept  fully  informed  about  departmental 
matters.     This  is  particularly  necessary  with  the  decentralized 
district  stations  and  other  facilities.     Even  though  directives  and 
policy  establish  the  manner  in  which  things  are  to  be  accomplished,   and 
conditions  met,    staff  inspections  implement  control  and  encourage 
accountability  from  all  levels  of  the  department.     Inspections  may  be 
accomplished  through  observation,   examination  of  reports,   or  analysis 
of  records  and  statistics.     It  is  suggested  that  an  officer  with  rank 
of  no  less  than  captain  be  assigned  with  sufficient  staff  to  function 
effectively. 


A  written  directive  should  be  prepared,    setting  out  the  scope  and 
extent  of  staff  inspections  purview.     Require  comprehensive  staff 
reporting  up  the  line  to  the  chief.     In  view  of  the  laxness  in  manage- 
ment control  observed  in  many  areas  of  the  department,    a  properly 
oriented  and  directed  staff  inspection  program  should  be  very 
productive. 


2-27 


u 

y 

> 

OS  3 

c 

0 

U) 

> 

5 

I/; 
C 
0 

sl 

o 
h 

=   c 

0     0 

U 

•3   c 

w     0 

U  < 
to  u 

c.2 

p  > 

En 

ft  — 
c    > 

EQ 

a>  Q 

«  g 

0 

E 

a 

0  <° 

3 

u 

o 
O 

M 

0. 

N 

u 

2-28 


c 

u 

u 

.« 

in 

'/) 

■ 

3 

a 

X 

Q 

0 

h 

3 
0 

id 

V. 

7- 

n. 

\ 

1 

_l 

Comment 


Considerable  thought  has  been  given  to  the  organization  of  the  depart- 
ment,   because  it  is  felt  that  the  weak  organization  structure  of 
previous  years  has  been  a  prime  factor  contributing  to  lack  of  strong 
administrative  control  in  the  past  and  to  the  management  problems 
that  have  evolved.      The  division  of  the  department's  major  functions 
into  four  bureaus  is  a  giant  step  toward  developing  management  con- 
trol inasmuch  as  it  provides  the  chief  and  the  division  commander  of 
each  bureau  a  workable  span  of  control,  reasonable  grouping  of  like 
functions,    and  clear  lines  of  authority  and  responsibility. 


It  is  also  proposed  that  there  be  a  reduction  in  the  number  of  district 
stations.      The  matter  is  treated  under  the  section  on  Patrol. 


Recommendations 

Move  the  Personnel  and  Training  Division  from  the 
Support  Services  Bureau  to  the  Administration  Bureau. 

Move  the  Research  and  Development  and  the  Internal 
Affairs  Divisions,    the  Community  Relations  and  Legal 
Sections  from  the  chief's  supervision  to  the  Administra- 
tion Bureau. 


Create  a  Staff  inspections  Section  and  position  in  the 
Administration  Bureau.     Implement  immediately. 


Place  the  Permit  Section  under  the  Records  Division. 
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Allocation  and  Distribution  of  Manpower 


What  is  the  optimum  number  of  policemen  needed  to  effectively  con- 
trol crime  in  the  city  and  at  the  same  time  provide  the  many  police 
services  which  the  community  requires?      There  are  no  precise 
formulas  because  in  each  city  the  needs  are  influenced  by  many 
variable  factors,    such  as: 

Kinds  and  extent  of  crime 

Population  of  the  city 

Composition  of  the  population 

Density  of  the  population 

Mobility  of  the  people 

Quality  of  the  police 

Attitude  of  the  people  toward  the  police 

Area  of  the  city 

Geographical  location  and  relationship  to  other  communities 

Commerce  and  industry  of  the  city 

Policies  of  local  government 


Although  the  tides  of  crime  ebb  and  flow,   the  general  pattern  tends  to 

have  stability.     Of  course,    the  incidence  of  crime  and  requirements 

for  police  service  are  not  equal  in  all  parts  of  the  city.     As  well, 

there  are  fluctuations  by  hour  of  the  day  and  day  of  the  week.     The 

problem  for  the  police  administrator  is  to  have  officers  available 

at  the  places  and  at  times  needed,    yet  not  to  needlessly  waste  personne. 

time. 


For  the  police,   the  Patrol  Division  has  the  major  responsibility  for  the 
suppression  and  prevention  of  crime,    enforcement  of  the  law,    and  the 
apprehension  of  violators  of  the  law.     From  these  many  police 
activities  are  generated  the  source  documents  in  the  form  of  reports 
that  are  utilized  by  police  management.      These  include: 

Crime  Report  Officer's  Daily  Activity  Report 

Arrest  Report  Assignment  Report 

Traffic  Report  Dispatcher's  Complaint  Form 

Citations  Out-of-Service  Record 
Field  Contact  Report 
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Although  the  information  contained  in  the  reports  has  many  uses, 
of  particular  importance  is  the  data  that  can  be  accumulated  to 
determine  numerical  need  and  deploy  nent  of  police  personnel  in  the 
field.      To  allocate  manpower  throughout  the  city  in  sufficient  numbers 
to  provide  essential  police  services  requires  that  management  have 
information  as  to  the  number  of  manhours  expended  each  day  in  the 
field  by: 

Location 
Time  of  day 
Day  of  week 


There  are  variations  in  methods  used  to  calculate  these  manpower 
needs.     However,   the  most  obvious  and  direct  approach  is  to 
determine  the  actual    time  expended  by  each  man  during  his  tour  of 
duty.     The  documents  that  most  accurately  and  completely  record,  the 
time  expended  by  each  officer  in  the  field  are  the: 


Dispatch  Card 
Special  Activity  Card 


These  are  companion  forms. 


The    dispatch  card  is  used  by  the  radio  dispatcher  to  record  all 
assignments  made  to  the  field  officers. 


The  special  activity  card  is  used  by  the  dispatcher  to  record  all  times 
that  the  field  officer  goes  out  of  service  for  reasons  other  than  in 
response  to  the  dispatcher's  assignments. 


The  total  time  expended  by  the  officer  on  "called  for  services"  or  for 
situations  that  necessitate  his  going  out  of  service  during  his  tour  of 
duty  should  show  as  the  combined  totals  of  the  dispatch  card  and  the 
special  activity  card. 


It  is   stressed  that  such  recorded  time  is  that  which  is  used  in  per- 
forming some  police  service  or  for  personal  reasons.     The  remaining 
time  not  accounted  for  on  the  dispatch  card  or  special  activity  card 
is  unas signed  time  that  should  properly  be  devoted  to  patrolling. 
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The  value  of  the  special  activity  card  is  dependent  on  the  field 
officer's  strict  adherence  to  communication  procedures,   because  it 
is  the  field  officer  who  must  keep  the  dispatcher  informed  as  to  when 
he,    for  any  reason,    goes  out  of  service  and  returns  to  service. 


Before  a  procedure  can  be  implemented  to  gather  data  for  allocation 
of  patrol  personnel,   the  following  steps  should  be  taken: 

Mount  a  large  map  of  the  city  and   cover  it  with  a  transparent 
plastic  overlay.     Divide  the  city  geographically  into  small 
"reporting  areas",    each  containing  four  to  twelve  square  blocks. 
Number  each  reporting  area.     When  completed,    there  will  be 
several  hundred  such  reporting  areas. 


To  facilitate  the  locating  of  a  reporting  area,   the  city  may  be 
divided  into  several  geographic  "reporting  districts",    into 
which  the  reporting  areas  are  grouped.     Number  the  reporting 
districts  consecutively;  number  the  reporting  areas  consecu- 
tively within  each  reporting  district.     For  example,    if  the 
reporting  district  is  "4",    and  the  reporting  area  number  "19", 
designate  as  "419".       See  illustration  on  Pages  2-33  and  2-34. 


The  total  number  of  reporting  districts  should  be  limited  to  nine 
and  the  reporting  areas  within  a  reporting  district  limited  to 
99,    so  that  the  number  of  digits  in  the  Reporting  Area  Number 
do  not  exceed  three. 


From  the  map  overlay,    a  street  number  index  showing  the  reporting 
area  in  which  each  street  address  is  contained  must  be  prepared. 
This  is  a  time-consuming  job.    However,   when  it  is  complete,    it 
provides  permanent  "location"  data  from  which  all  reports  can  be 
coded  with  the  reporting  area.       See  illustrations  on  Page  2-35. 
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DIVISION  OF  CITY  INTO  REPORTING  DISTRICTS 


EXAMFI.F  CITY 


_ 


DIVISION  OF  CITY  INTO  REPORTING  AREAS 
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Illustration  of  Street  Number  Index  with  Reporting  Area 


MARYSVILLE 

BLVD. 

2901  -  5200 

Address 

Reporting  Area 

2901  -  2999 

odd 

433 

2900  -  3100 

even 

434 

3001  -  3299 

odd 

429 

3100  -  3300 

even 

430 

3301  -  3599 

odd 

419 

3300  -  3400 

even 

424 

3400  -  3600 

even 

420 

3601  -  3799 

odd 

414 

3600  -  2800 

even 

414 

3801  -  3999 

odd 

408 

3800  -  4000 

even 

409 

4000  -  4100 

all 

403 

4100  -  4300 

all 

244 

4300  -  4400 

all 

243 

4400  -  4600 

all 

237 

4600  -  4650 

all 

233 

4650  -  4800 

all 

232 

4800  -  4900 

all 

226 

4900  -  5000 

all 

225 

5000  -  5200 

all 

221 
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An  eight-hour  work  day  for  a  year  amounts  to  2,  920  hours 
(8  x  365  =  2,  920).  On  an  average,   though,   an  officer  works  approxi- 
mately 1,  770  hours  per  year.     The  balance  of  the  time  of  1,  150 
hours  is  used  for  days  off,   vacation,    sick  leave,    etc. 

Hours 


Days  off 

832 

Vacation 

120 

Sick  and  injured 

65 

Holidays   (11) 

88 

Training 

40 

Miscellaneous 

5 

1,  150 


The  total  number  of    men,   multiplied  by  1,770   hours,    (the  actual 
number  of  hours  that  each  man  is  available  for  assignment)  will 
indicate  total  manhours  available  for  assignment. 


Each  full-time  assignment,    (8  hours,    7  days  a  week)  requires  1.64 
men.     (2,  920  +-  1,  770  =  1.  64). 


Careful  accounting  >  >f  each  officer's  time  expended  in  "called  for 
services",    "on-view"  assignments,    personal  and  administrative  uses, 
should  reflect  a  reasonable  accurate  figure  for  total  time  expended 
by  the  field  personnel  in  the  Patrol  Division. 


Experience  indicates  that  only  about  one-third  of  the  total  available 
time  of  each  officer  should  be  allocated  for  "called  for  services". 
This  means  that  only  about  two  hours  and  forty  minutes  would  be 
taken  up  with  actual  assignments.        The  remaining  time  should  be 
devoted  to  patrol  and  other  activities. 


The  information  accumulated  on  the  dispatch  card  and  the  special 
activity  card  should  show  the  time  expended  in  each  reporting  area. 
For  example: 

Hour  of  day 
Day  of  week 


2-36 


In  developing  the  beat  for  each  shift,    group  the  reporting  areas 
together  so  that  the  accumulated  time  expended  by  the  combined 
reporting  areas  represents  an  equitable  workload  for  an  assigned 
officer  or  unit. 


In  developing  the  beat  configuration,    give  consideration  to: 

The  shape  of  the  beat.     Avoid  extremes  in  distances  within  the 
beat. 


Natural  or  manmade  barriers.     If  possible,    avoid  extending  a 
beat  across  barriers,    such  as  rivers,   waterways,   bridges, 
major  rail  lines,    freeways,    or  inaccessible  areas. 


Beat  boundaries  should  join  at  major  streets,    thoroughfares, 
and  other  areas  that  generate  need  for  police  service,    in  order 
that  officers  from  two  or  more  beats  will  be  immediately 
available  for  cover. 


It  is  generally  conceded  that  the  most  manageable  watch  hours  are 
12  midnight  to  8  a.m.  ,    8  a.m.    to  4  p.m.,    and  -t  p.m.   to  12  midnight. 
However,    careful  analysis  should  be  made  to  be  sure  that  there  are 
not  major  variations  in  workload  in  a  given  watch.     This  is  best  done 
by  study  of  workload  in  increments  of  one  or  two  hours.     Day  of  week 
is  also  a  factor  in  this   study. 


Not  infrequently  in  an  area  with  a  heavy  workload,    the  beat  area 
would  he  relatively  small.     Rather  than  limit  the  size  of  the  beat, 
it  is  better  to  put  two  units  on  one  beat  and  increase  its  size. 


The  time  that  the  incident  is  reported  to  the  police  is  usually  when 
the  police  time  is  expended.     However,    it  is  also  necessary  to  know 
when  crime  occurs  in  order  that  officers  are  properly  deployed. 
Information  on  the  time  of  crime  occurrence  and  developing  patterns 
is  contained  in  crime  reports. 
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The  purpose  of  good  personnel  distribution  is  to  assure  that  the 
officers  are  present  in  the  right  area,    at  the  right  time,   to  prevent 
or  suppress  crime,   and  provide  police  service.     Poor  distribution 
becomes  apparent  whenever  the  officer  on  a  particular  beat  is  over- 
worked and  cannot  take  care  of  his  workload.     (It  is  necessary  to 
assign  a  man  from  an  adjoining  beat  to  cover  assignments.  )    Con- 
versely,  improper  personnel  distribution  may  find  that  some  officers 
do  not  have  enough  work  to  keep  them  busy.     Such  inequities  are  a 
waste  of  manpower,    and  undermine  the  fundamental,  purpose  of 
police  service. 


San  Francisco  Police  Department  Beat  Structure 


San  Francisco  is  presently  divided  into  nine  districts  with  a  total  of 
47  beats  (known  in  San  Francisco  as  radio  car  sectors).     Each  district 
is  composed  of  from  four  to  six  patrol  beats.     The  beat  structure 
has  remained  basically  unchanged  over  the  years.     The  same  beat 
structure  is  in  use  on  all  watches.     However,   when  manpower  require- 
ments so  dictate,   the  same  unit  may  be  assigned  to  cover  two  beats. 
The  existing  beats  were  established  and  lines  were  drawn  by  Patrol 
Division  administrators  using  their  general  knowledge  and  experience 
as  guidelines.     They  also  had  at  their  disposal  reports  which  indicated 
numbers  of  arrests  and  incidents  by  "plots",   very  small,    and  relatively 
equal  geographic  areas. 


Although  a  statistical  reporting  area  concept  was  devised  in  1972,   the 
system  envisioned  by  it  was  never  completed  and  beats  have  never 
been  realigned  based  upon  consumed  time  workload  data. 


Workload  Study  -  Manpower  Allocation  and  Distribution 

At  the  time  this  survey  was  started,    it  was  noted  that  the  San 
Francisco  Police  Department  did  not  utilize  any  established  method, 
other  than  estimates,   to  determine  how  many  police  officers  were 
needed  for  the  patrol  operation.     Because  of  the  complex  factors 
involved,   the  present  estimates  of  patrol  needs  have  not  proven  satis- 
factory.    At  the  time,    it  was  agreed  by  the  consultants  and  police 
department  staff  that  the  department  would  adopt  the  POST  program 
which  would  provide  a  basis  for  measuring  manpower  needs  in  patrol, 
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The  police  department  completed  the  work  of  establishing  reporting 
areas  and  breaking  down  addresses  into  the  reporting  areas,   but 
has  not  been  able  to  get  the  necessary  work  completed  of  putting  the 
information  into  the  computer.     Therefore,   the  plan  to  compute 
patrol  manpower  needs  will  have  to  be  delayed  and  submitted  as  a 
supplemental  report  at  a  future  date.     It  is  emphasized,   that  in  pro- 
jecting patrol  staffing  for  the  three  area  patrol  division  stations, 
current  manpower  allocations  were  used  because  valid  data  is  not 
now  available.     When  more  accurate  information  is  available,   it  may 
be  necessary  to  modify   such  allocations. 


When  the  data  becomes  available,   beat  lines  should  be  redrawn  on  the 
basis  of  consumed  time,    "called-for  service"  workload.     It  will  most 
likely  be  discovered  that  work  volume  in  certain  areas  will  differ 
from  one  watch  to  another;  therefore,   beat  boundary  lines  should  be 
devised  and  drawn  in  a  manner  which  accommodates  perceived 
differences. 


The  department  must  do  some  basic  work  before  organizational 
changes  can  be  made  and  personnel  effectively  used. 


Procedures  must  be  established  and  adhered  to  so  that  dispatch  card 
and  special  activity  card  information  is  properly  recorded  and  used. 


The  beat  survey  must  be  completed. 


Those  factors  that  have  been  discussed  in  this  section  of  the  report 
should  be  the  basis  for  determining  the  numbers  of  personnel  needed 
for  patrol  and  for  determining  beat  design.     The  precise  numbers  of 
assignments  will  change  as  in-depth  studies  verify  personnel  needs. 


Recommendations 

Realign  beat  structure  on  the  basis  of  the  workload  study 
presently  being  conducted. 
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Recommendations   (continued) 

Make  in-depth,   ongoing    studies  of  personnel  allocation 
and  distribution,    especially  in  the  field  divisions. 


Implement  the  full  use  of  dispatch  card  and  the  special 
activity  card. 
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SECTION  III 
ADMINISTRATION 


ADMINISTRATION 


The  nature  of  police  work  requires  that  police  personnel  be  available 
to  serve  the  community  every  hour  of  the  day,    every  day  of  the  year. 
Police  service  is  unique  and  complex.     It  is  a  service  that  touches  a 
broad  spectrum  of  human  involvement  and  relationships,    reaching  all 
strata  of  the  city's  people.     Police  service  is  costly.     As  a  major 
burden  to  the  taxpayer,    it  absorbs  a  substantial  part  of  the  city  budget. 
Of  the  police  budget,    the  greatest  expenditure  is  for  personnel.     In 
the  1975-76  Fiscal  Year,  91.  7%  of  the  total  police  budget  was  spent 
for  labor. 


A  major  task  of  police  management  is  to  obtain  efficient  and  effective 
use  of  police  employee  time.     Management  must  measure  the  produc- 
tivity of  police  service  in  all  its  parts.     Job  responsibilities  for  each 
position  in  the  department  must  be  examined.     Many  employees, 
especially  sworn  officers,    are  working  out  of  job  classification  at 
enormous  expense  to  the  taxpayers  of  San  Francisco.     Each  job 
must  be  identified,    justified,    and  given  a  numerical  designation. 


As  administrator  of  the  department,    the  chief  must  develop  a  formal 
framework  of  administrative  procedures  to  facilitate  the  planning, 
directing,    and  controlling  of  the  organization,    and  to  encourage  the 
department's  disciplined  and  orderly  development.     The  organization 
must  have  effective  channels  of  communication.     Responsibilities, 
authorities  and  relationships  for  individuals,    as  well  as  functions, 
must  be  established.     Written  directives  and  manuals  must  be  cur- 
rently maintained;  staff  meetings  and  formal  discussions  conducted 
to  provide  direction  and  guidance.     The  administration  should  con- 
tinually review  its  procedures,    seeking  improvement  in  the  operation 
of  the  department  through  self-analysis  and  comparative  evaluations. 


Management  should  develop  written  departmental  objectives  and  goals, 
and  set  time    frames  for  implementation.     In  several  areas,    certain 
units  have  too  much  freedom  of  action.     Many  critical  decisions  in 
the  past  have  been  made  independently  and  implemented  at  lower 
echelons  without  top  management  being  fully  aware  of  the  actions  taken. 
As  a  result,    forces  within  the  department  work  against  the  cooperative 
and  coordinated  participation  at  all  levels. 
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Major  revisions   should  be  made  in  the  structure  of  the  organization 
and  in  the  operations  of  the  department.     As  far  as  possible,    centers 
of  work  should  be  centralized.     This  has  special  application  to  the 
field  operations.     The  nine  district  stations,   because  of  decentrali- 
zation,   contribute  to  the  problems  of  management  direction  and 
control.     Personnel  who  are   now  manning  the  stations  could  be 
effectively  used  in  fighting  crime  and  providing  police  service  on  the 
streets. 


There  should  be  more  positive  and  orderly  direction  downward  through 
the  chain  of  command,  with  stronger  supervisory  control  at  the  level 
of  execution.     A  formal  staff  inspectional  system  should  be  instituted 
to  scrutinize  policy,    procedures,    personnel,    physical  facilities,   and 
equipment.     Well  documented  reporting  from  the  inspection  staff 
should  be  made  immediately  to  the  chief  for  his  evaluation  and  action. 


The  chief  must  work  within  the  limits  of  his  resources  and  the  present 
staff  capabilities.     Changes  should  be  systematically  implemented  in 
an  orderly  way.     Projects  should  be  given  priorities.     Completed 
staff  work  should  be  done  by  subordinate  officers. 


Although  the  police  department  operates  24   hours  a  day,    365  days 
per  year,   the  work  time  of  the  chief  of  police  is  only  a  fraction  of  that. 
Taking  into  account  his  days  off,    vacation  and  holidays,   the  chief  is 
present  at  his  office  only  21.46%  of  the  time  that  the  department  is 
in  operation.     During  his  scheduled  work  days,    a  substantial  part  of 
his  time  is  taken  up  in  meetings  with  citizens  and  government  officials, 
conferences,    speaking  engagements  and  other  matters  related  to 
the  police  role  and  responsibilities,   but  which  does  not  pertain  to 
the  day-to-day  management  of  the  department.     Yet  the  chief  is 
responsible  for  the  department  100%  of  the  time.     During  his  absence, 
which  is  more  than  78%  of  the  time,   the  chief  must  rely  on  each 
subordinate  member  of  the  department  to  perform  at  an  acceptable 
level.     He  must  feel  assured  that  the  department  as  a  whole  is 
functioning  as  a  unified  force. 


The  department  can  function  effectively  only  if  each  member  is  per- 
forming his  assigned  task,    coordinated  and  in  harmony  with  the  over- 
all objectives  of  the  department.     There  must  be  positive  leadership 
from  the  top  downward,    demonstrated  by  word  and  action,   which 
inspires  confidence,    goodwill  and  a  sincere  desire  among  all  members 
of  the  department  to  meet  their  obligations. 
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Directives  and  Manuals 


One  of  the  most  difficult  tasks  faced  by  the  police  administrator  is 
to  develop  and  maintain,    within  a  framework,    ongoing  systems  of 
communication  that  will  serve  to  establish  objectives,    set  standards, 
and  give  guidance  and  direction  to  the  personnel  in  their  day  to  day 
varied  jobs.     Such  communication  systems  have  most  effectively 
taken  the  form  of  written  policies,    directives,    orders,    and  manuals, 
which  are  the  most  important  instruments  utilized  for  this  purpose. 


The  present  system  of  written  directives,    orders  and  manuals  in 
the  San  Francisco  Police  Department  does  not  cover  the  full  range 
of  essential  directives,    nor  are  they  current  and  readily  available 
for  reference. 


Present  System  of  Directives 

Under  the  term  "Orders",    Section  4.00  of  the  Rules  and  Procedures 
Manual,    printed  in  1968,    is  stated  the  following: 

4.01    The  Chief  shall  have  power  to  issue  orders  not  inconsistent 
with,    or  contrary  to,    law  or  to  the  rules  of  the  Board. 
Such  orders  may  be  written  or  oral,    and  all  members 
affected  shall  observe,    obey  and  enforce  them. 

4.  03    The  routine  written  orders  issued  by  the  chief  shall  be 
designated  as: 

.  1       PERMANENT  ORDERS: 


Orders  on  matters  of  continuing  importance  such  as 
amendments  to  the  rules,    change  of  police  procedure,    etc. 
to  be  known  to  the  entire  department  generally. 

GENERAL  ORDERS: 

Orders  relating  to  matters  that  need  not  be  known  to  the 
entire  department  or  which  are  to  be  in  effect  temporarily 
such  as  details,    parades,    funeral  orders,    or  events 
affecting  two  or  more  districts. 
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.3      SPECIAL  ORDERS: 

Orders   concerning  individual  districts  or  individual  events. 

.4      PERSONNEL  ORDERS: 

Orders  relating  to  appointment,    promotions,    transfers, 
resignations,    retirements,    suspensions,    dismissals, 
deaths  and  leaves  of  absence  (other  than  annual  leave). 

.  5      BULLETINS: 

All  orders  and  information  relative  to   stolen,    abandoned 
or  recovered  automobiles  or  other  property,    missing 
persons,    criminals  wanted,    letters  of  commendation, 
eulogies,    announcements  and  other  communications  and 
matters  which  should  be  known  to  the  entire  department, 
but  which  do  not  come  within  any  of  the  foregoing  classi- 
fications. 

4.  05    Orders  and  bulletins   shall  show  the  day  and  date  of  issuance 
and  be  numbered  consecutively  in  separate  series  beginning 
with  number  one  on  January  first  of  each  year.      Each  order 
shall  bear  a  title  or  caption  showing  the  classification  to 
which  it  belongs. 


4.07    Complete  and  separate  files  of  each  series,    in  numerical 
order,    shall  be  kept  in  the  office  of  each  command  and 
duplicate  files  of  permanent,    general  and  special  orders 
and  bulletins   shall  be  kept  in  the  assembly  room  or  other 
suitable  place  for  the  information  of  members  of  the  commant 


The  present  system  of  orders  is  the  same  as  described  in  the  manual. 
The  system      provides  for  the  filing  of  orders,    but  makes  no  provision 
for  maintaining  orders  at  a  current  level.     Also,      there  is  no  index 
and  cross  index  system  to  facilitate  locating  information. 


Permanent  orders  require  approval  of  the  Police  Commission,    and 
are  signed  by  the  chief.      The  orders  are  issued  to  cover  a  specific 
problem  or  condition.      In  general,    the  orders  do  not  update  or 
relate  to  previous  orders  to  the  same  point.      If  one  were  to  attempt 
to  gather  all  information  on  a  given  subject  of  a  directive,    it  would 
be  necessary  to  trace  back  through  previous  years.     Directives, 
filed  by  year,    fill  several  file  drawers. 
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Members  of  the  department  were  hard  pressed  to  differentiate  between 
a  permanent  order  and  a  general  order.     Vagueness  in  the  definitions 
result  in  confusion.     In  some  cases  orders  which  should  be  issued  as 
permanent  orders  come  out  as  general  orders.      The  general  order 
classification  in  San  Francisco  is  what  is  referred  to  in  most  police 
agencies  as  special  orders. 


Divisional  Orders 

No  directives  were  found  which  established  procedure  or  control  for 
the  issuance  of  bureau  and  divisional  directives. 


At  the  district  level  the  captain  prepares  directives  regarding 
divisional  matters  known  as  captain's  orders.      These  are  unnumbered 
memorandums  directed  to  the  members  of  the  district.      The  super- 
vising captain  of  the  Patrol  Division  also  issues  numbered  directives. 
There  are  no  directives   sent  out  from  the  deputy  chief's  office.     If 
he  wishes  to  have  a  directive  sent  to  the  districts,    it  is  done  through 
the  supervising  captain's  office.      This  is  a  desirable  practice, 
because  the  matter  can  be  handled  well  through  the  supervising 
captain  and  this  eliminates  a  second  level  of  directives  being  sent 
out. 


Manuals 

The  department  has  a  Rules   St  Procedures  Manual  which  was  revised 
and  printed  in  1968.      It  contains: 

Law  Enforcement  Code  of  Ethics. 

The  jurisdictions  of  the  nine  geographical  districts. 

Definitions  of  significant  words. 
1:00   Organization  and  Administration  of  the  department. 
2:00    General  regulations  showing  duties  and  responsibilities 

of  the  officers. 
3:00   Basic  functional  responsibilities. 
4:00    Orders. 

5;00   Personnel  procedure. 
6:00   Drill  and  ceremonies. 
7;00    Equipment. 
8:00    Station  Procedure. 
9:00    Patrol  Procedure. 
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10:00  Fire  Procedure. 

11:00  Juvenile  Procedure. 

12:00  Arrests  and  Booking  Procedures. 

13:00  City  Prison  Procedures. 

The  manual  was  issued  to  all  members  until  1972.     Since  that  time 
only  the  "Rules"  portion  has  been  issued  to  new  recruits.     It  is  an 
excellent  manual.     The  material  is  well  organized  and  complete. 
Because  of  recent  changes  in  the  organization  and  the  transfer  of 
the  jail  to  the  Sheriff's  Department,    some  material  needs  updating. 


In  October  1974,  a  manual  was  prepared  and  printed.     It  is  divided 
into  three  sections.     In  fact  each  section  is  a  separate  manual. 

1.  Policy  Manual 

2.  Manual  of  Rules 

3.  Manual  of  General  Procedures 


Policy  Manual  -  sets  out  policy  on  a  variety  of  subjects. 

Manual  of  Rules   -  is  composed  of: 

Chapter  1.   Definitions 

Chapter  2.    Department  Duties  and  Responsibilities 
Chapter  3.    Personal  Conduct  and  Duty  Requirements 
Chapter  4.    Uniform  and  Equipment  Regulations 

Manual  of  General  Procedure  -  is  comprised  of  12  chapters  covering: 

1.  Personnel  Procedures 

2.  District  Station  Procedures 

3.  Patrol  Procedures 

4.  Citation  Arrest  and  Booking  Procedures 

5.  Court  Procedures 

6.  Property  and  Physical  Evidence  Procedures 

7.  Juvenile  Procedures 

8.  Detention  Procedures 

9.  Traffic  Procedures 

10.  Warrant,   Subpoena,    and  E.  D.  P.    Procedures 

11.  Communication  Procedures 

12.  Miscellaneous  Procedures 
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The  second  manual,    printed  in  1974,    duplicates  much  of  what  is 
contained  in  the  Rules  and  Procedures  Manual  printed  in  1968.     It 
is  understood  that  the  later  manual  was  not  approved  by  the  Police 
Commission. 


It  is  suggested  that  the  material  relating  to  the  departmental  rules 
be  taken  from  the  two  manuals  and  consolidated  into  an  updated 
Manual  of  Rules.     It  is  better  to  keep  the  Manual  of  Rules  under 
separate  cover,    because  the  rules  are  pretty  well  stabilized  with 
little  change  needed.     Further,    each  officer  should  be  given  a 
bound  copy. 


The  other  material  should  be  updated  and  consolidated  into  a 
General  Orders  Manual. 


Report  Writing  Manual 

Effective  January  1,    1977     the  department  required  that  incident 
(crime)  reports  be  handwritten  by  the  reporting  officer.      This 
system  is  used  extensively  in  many  police  agencies  because  of 
the  efficiency  of  the  system.     In  connection  with  the  adoption  of  the 
handwritten  report,    a  Report  Writing  Manual  was  prepared  to 
establish  procedure  and  guidance  in  the  preparation  of  the  incident 
report.     It  is  an  excellent  start.     However,    it  contains  instructions 
for  only  one  report.     Work  on  the  manual  should  continue  soon.     It 
is  expected  that  the  manual  will  be  further  developed  to  provide 
direction  for  the  completion  of  other  field  reports,    covering  arrest, 
property,     field  interrogation  and  vehicle  collisions. 

A  Report  Writing  Manual,    covering  all  reports  prepared  by  the 
officer  in  the  field,    is  very  important  because  the  quality  and 
correctness  of  a  report  affects  its  use  throughout  the  department 
as  well  as  by  outside  agencies. 
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Patrol  Officers  Manual 


Each  officer  receives  a  Patrol  Officers  Manual,    designated  as 
Number  1  and  Number  2.      The  manual  covers  a  wide  range  of 
subjects  in  the  area  of: 

-  Firearms 

-  Communications 

-  Investigations 

-  Uniform  and  Equipment 

-  Patrol 

-  Legal  Aspects 

-  Traffic 

-  Physical  Training 

-  Public  Relations 

-  Arrests 

-  Stations 

The  excellent  material  is  very  comprehensive  and  complete.      The 
subject  matter  describes  in  considerable  detail,    information  that 
the  officer  should  know  to  effectively  perform  his  job.     It  is  basically 
training  material. 


A  Suggested  System  of  Directives  and  Manuals 


Essential  Qualities  of  a  Directive 

Experience  has  shown  that  certain  qualities  should  be  contained  in 
every  written  directive  or  order.     When  police  personnel  are 
required  to  act,    respond  to,    or  be  guided  by  a  written  directive  or 
order,    they  must  have  confidence  in  its  integrity. 

Either  by  signature  or  by  standard  practice,    the  written 
order  must  be  recognized  and  accepted  as  an  authoritative 
order  by  those  whose  actions  are  governed  by  its  authority. 

It  must  be  authentic.  There  must  be  safeguards  through 
procedures  or  controls  to  assure  that  an  order  emanates 
only  from  the  authorized  source. 

The  order  must  be  legal,  otherwise  it  cannot  compel  the 
response  from  those  for  whom  it  has  application. 
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The  order  must  be  current.     If  time  or  circumstances 
have  made  all  or  any  part  of  the  order  obsolete  or  altered 
its  applicability,    it  ceases  to  be  a  valid  order. 

There  must  be  ready  availability  of  the  order  to  those  for 
whom  it  has  application.     The  value  and  reliability  of  the 
order  is  nullified  if  at  the  time  it  is  needed  it  cannot  be 
located. 


The  department  must  devise  and  be  guided  by  a  system  that  assures 
the  incorporation  of  these  qualities  into  all  directives.     Ever- 
changing  conditions  that  influence  police  management,    both  in  policy 
and  operation,    require  that  flexibility  be  built  into  the  system  so 
that  it  may  be  changed  or  modified  to  meet  the  needs  of  the  depart- 
ment.     The  codification  of  the  departmental  directives,    composed 
of  policy,    procedure  and  tactics,    makes  up  the  General  Orders 
Manual. 


System  of  Directives  and  Manuals 

It  is  suggested  that  all  material  now  contained  in  current  directives 
and  manuals  be  updated,    reorganized  and  consolidated  into: 

-  General  Orders 

-  Special  Orders 

-  Personnel  Orders 

Also,    publish  a  Manual  of  Rules  and  Regulations  and  distribute  copy 
to  each  employee. 


Complete  the  Report  Writing  Manual  and  distribute  copy  to  each 
officer  and  concerned  employee. 


The  following  suggestions  are  made  to  provide  the  basis  for  establish- 
ing and  maintaining  a  complete  and  orderly  system  for  departmental 
directives,    orders,    and  manuals. 


3-9 


The  term  "directives"  includes  orders,    and  the  term   "manual" 
refers  to  a  specific  set  of  written  directives  which  have  been  codified. 
Directives  should  be  classified  according  to  scope,    duration  and 
applicability.      Proper  segregation  of  directives  based  on  these 
factors  requires  classification  into  three  categories:     General  Orders, 
Special  Orders  and  Personnel  Orders.     Each  of  these  categories  will 
be  treated  individually. 


General  Orders 

General  Orders  are  directives  of  policy,    procedure,    and  tactics 
that  affect  more  than  one  subordinate  unit  and  should  be  issued  at 
the  departmental  level  and  signed  only  by  the  chief  of  police. 


So  that  directives  can  be  integrated  into  the  General  Orders  Manual, 
certain  qualities  should  be  designated  into  a  standard  format  to 
include  (1)  a  departmental  general  order  number,    and  (2)  an  index, 
cross-index,    set  out  on  the  face  of  the  directive  to  assure  uniformity 
in  indexing  and  to  provide  a  range  of  reference. 


The  subject  of  the  order,    its  purpose  and  policy,    should  be  set  forth 
in  the  first  paragraph.      The  balance  of  the  order  should  contain 
detailed  information  describing  required  procedures  necessary  to 
guide  personnel  in  performing  designated  tasks.      Each  directive 
should  be  numbered  chronologically  by  the  year,    with  a  prefix  of  the 
year.     A  General  Orders  numbering  log  should  be  maintained  as  the 
source  for  issuance  and  control  of  these  numbers. 


It  is  not  sufficient  to  place  directives  on   a  bulletin  board  and  post 
them  for  a  period  of  time.     Directives  are  long-term  orders  that 
remain  in  force  until  rescinded  or  modified.      The  directive  may  be 
effective  for  many  years;  therefore,    a  copy  should  be  given  to  each 
member  of  the  department  with  instructions  to  retain  as  reference. 
This  permits  the  chief  to  hold  all  personnel  accountable  and  respon- 
sible for  the  directives  issued.      The  department  should  provide 
suitable  binders  to  each  member  for  General  Orders,    and  to  which 
new  directives  may  be  added. 
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The  General  Orders   should  be  maintained  in  current  force.     Once  a 
suitable  system  for  directives  or  manuals  is  established,    the  chief 
must  set  up  procedures  to  assure  that  all  material  is  kept  current. 
If  new  or  modified  direction  is  to  be  given  relative  to  any  current 
order,    the  current  order  should  be  upgraded  so  that  the  new  or 
modified  direction  is  integrated  into  it.     Do  not  merely  add  a  new 
and  independent  order  on  the  same  subject  matter. 


The  Research  and  Development  Division  within  the  department  should 
be  the  unit  responsible  for  the  periodic  review  of  General  Orders  to 
assure  that  they  are  up  to  date.      This  is  best  done  by  predetermined 
dates  for  review. 


Any  directive  or  order  that  is  revised  should  show  on  its  face  the 
date  of  revision.     In  every  instance  revised  orders  should  be  distri- 
buted to  all  members  of  the  department. 


Recommendations 


Develop  a  General  Order  Manual. 


In  order  that  directives  can  be  integrated  into  the 
General  Orders  Manual,    design  certain  qualities 
into  the  format: 

a.  Sequentially  number  directives  with  prefix  of 
year;  i.e.,    "77-1",    "77-2". 

b.  Index,    cross-indexed  subjects  to  all  directives. 

c.  State  the  title  of  cross-indexing  on  the  face  of 
the  directive  to  assure  uniformity  of  indexing 
and  to  provide  a  range  of  reference  for  one 
seeking  information  in  the  directives. 


Provide  each  member  of  the  department  with  a 
copy  of  each  directive. 
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Recommendations  (continued) 

Hold  all  personnel  accountable  for  the  directives 
issued. 

Provide  suitable  3 -ring  binders  to  each  member 
of  the  department  for  retention  of  General  Orders. 

Periodically  review  the  General  Orders  Manual  of 
each  member  to  assure  that  it  is  up  to  date. 

Maintain  a  General  Order  Log  as  the  source  for 
issuing  and  controlling  the  numbers  for  General 
Orders. 

Place  responsibility  for  preparation  and  main- 
tenance of  all  orders  and  manuals  with  Research 
and  Development  Division. 


Special  Orders 

Special  Orders  are  directives  which  may  affect  only  a  specific 
segment  of  the  organization,    or  they  may  be  statements  of  policy 
or  procedure  regarding  a  specific  circumstance  or  event  which  is 
of  temporary  or  self-canceling  nature.     Such  directives  should  be 
numbered  in  sequence  with  the  prefix  of  the  current  year,    similar 
to  that  of  General  Orders. 


It  is  not  necessary  to  provide  a  copy  for  each  member  of  the  depart- 
ment nor  to  set  it  up  in  a  manual;  however,    a  permanent  file  should 
be  maintained  by  the  police  administrative  officers. 


Recommendations 

Establish  a  category  of  Special  Orders  for  specific 
circumstances  or  events  which  are  of  a  temporary 
or  self-canceling  nature. 

Number  Special  Orders  in  sequence  with  the  prefix 
of  the  current  year;  i.  e.  ,    "77-1",    "77-2". 
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Recommendations  (continued) 

Maintain  at  the  administrative  level  a  permanent 
file  for  Special  Orders. 


Maintain  a  Special  Orders  Master  Log  for  issuing 
and  controlling  numbers. 


Personnel  Orders 

Personnel  Orders   should  be  prepared  whenever  there  is  any  change 
or  movement  of  personnel  or  change  of  status.     Examples: 

1.  Appointment  of  new  personnel 

2.  Internal  transfer 

3.  Promotion 

4.  Demotion 

5.  Leave  of  absence 

6.  Suspension 

7.  Restoration  to  duty 

8.  Separation: 

a.  Resignation 

b.  Retirement 

c.  Discharge 

d.  Death 


Each  Personnel  Order  should  show  the  date  and  also  be  numbered  in 
sequence  with  the  prefix  of  the  year.     A  log  should  be  maintained  as 
a  source  of  issuing  and  controlling  of  the  numbers.     Distribution 
should  be  made  to  each  division  and  independent  section. 


All  Personnel  Orders  should  be  permanently  maintained  in  the 
administrative  files.      It  is  not  infrequent  that  personnel  records 
such  as  those  described  may  be  of  vital  importance  in  retirement 
questions  or  civil  actions  many  years  after  the  order  was  originally 
written.     It  is  desirable  to  have  them  permanently  bound. 


Recommendations 

Prepare  Personnel  Orders  whenever  there  is  any  change 
of  status  or  movement  of  personnel  in  the  department. 
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Recommendations  (continued) 

Number  each  Personnel  Order  in  sequence  with  the 
prefix  of  the  year. 


Distribute  to  divisions  and  independent  sections. 


Maintain  a  master  log  for  issuing  numbers  of 
Personnel  Orders. 

Memoranda 

Memoranda  are  transmitters  of  information  of  interest  to  members 
of  the  department;  they  are  not  orders.     A  memorandum  may  serve 
from  time  to  time  as  a  reminder  of  the  requirements  of  a  specific 
directive.      However,    when  this  is  found  to  be  necessary,    the  causes 
for  the  non-compliance  with  the  affected  directive  should  be  investi- 
gated and  a  copy  of  the  memorandum   should  be  filed  in  the  history 
folder  of  the  directive  involved,    for   consideration    at  the  next  review. 
It  is  not  essential  to  assign  a  special  series  of  numbers  to  memor- 
anda.    A  master  file  should  be  maintained  in  the  office  of  the  issuing 
authority.      They  may  b,e  placed  in  a  folder,    arranged  by  date  of 
issuance. 


Divisional  Directives 

As  a  basis  for  continuity  and  uniformity,  it  is  desirable  to  adopt  the 
same  format  for  divisional  directives  as  that  used  for  departmental 
directives. 


Implementation  of  Directive  System 

The  department  is  well  aware  of  the  need  to  reorganize  its  directive 
system  and  intends  to  do   so.      In  this  connection  a  directive  has  been 
drafted  which,    if  approved  by  the  Commission,    will  serve  as  the 
authority  for  the  implementation  work.     The  system  is   similar  to 
that  which  POST  recommends. 

Mail  Boxes 

To  facilitate  the  distribution  of  directives  to  officers  assigned  to  the 
field  divisions,    mail  boxes  should  be  provided  in  or  near  the  briefing 
or  line-up  rooms.     Directives  and  other  correspondence  are  placed 
in  the  mail  boxes  to  assure  that  every  officer  receives  his  copy. 
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Internal  Affairs  Division 


Section  832.5  Penal  Code  states: 

"Each  sheriff's  department  and  each  city  police  department 
in  this  state  shall  establish  a  procedure  to  investigate 
citizens'  complaints  against  the  personnel  of  such  depart- 
ments,   and  shall  make  a  written  description  of  the  procedure 
available  to  the  public.  " 


In  San  Francisco  Police  Department  an  established  Internal. Affairs 
Division  conducts  investigation  of  citizen  complaints  as  required  by 
Section  832.5  Penal  Code.     In  the  organization  structure  it  is  positioned 
directly  under  the  chief  of  police  in  order  that  he  may  have  information 
firsthand  about  citizen  complaints,    and  to  assure  immediate  and 
satisfactory  response  by  the  department. 


The  division  is  staffed  with  27  personnel,  which  includes: 

Captain  (Division  Commander)  1 

Lieutenants  2 

Sergeants  7 

Police  woman  1 

Inspectors  and  Assistant  Inspectors  10 

Total  Sworn  21 

Clerk  typist  4 

Cadets  2 

Total  Civilian  __6 

Total  Personnel  27 


The  offices  of  the  I.  A.D.   are  located  on  the  fifth  floor  of  the  Hall  of 
Justice.      The  offices  are  well  laid  out  for  the  purpose  for  which  they 
are  intended.      There  is  a  reception  room  and  an  adjoining  conference 
room  which  is  contiguous  to  a  large  office  area.      There  are  interview 
rooms  and  an  adjoining  room  with  work  space  for  each  investigator. 
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The  I.  A.  D.    is  charged  with  the  responsibility  of  investigating  all 
complaints' made  to  that  office  in  which  there  is  an  allegation  of 
misconduct  by  a  member  of  the  San  Francisco  Police  Department. 
Complaints  by  citizens  may  be  made  in  person,    by  telephone,    or  in 
writing.      Anonymous  complaints  are  also  investigated. 

The  San  Francisco  Police  Department  Permanent  Order  No.    3, 
issued  by  the  chief  of  police  on  March  9,    1976,    is  a  directive  which 
sets  out  the  procedures  for  the  receiving  of  a  complaint  against  a 
member  of  the  department.     Allegations  of  misconduct  against  a 
police  officer  must  be  accepted  by  any  member  of  the  department, 
and  reported  as  directed  by  Permanent  Order  No.    3. 


Regardless  of  the  source,    each  complaint  is  prepared  by  I.  A.D.   as 
a  report  which  serves  as  the  basis  for  an  investigation.      Each  report 
is  reviewed  by  the  I.  A.D.    lieutenant  and  the  captain.      It  is  then 
assigned  to  an  investigator  who  carries  the  investigation  to  its  con- 
clusion.     Each  investigation  is  completed  by  the  I.  A.D.      In  this  way, 
full  accountability  is  maintained  by  the  I.  A.D.   to  assure  the  integrity 
and  the  confidentiality  of  the  investigation.     Detailed  records  are 
maintained  of  all  actions  taken.      There  are  also  summaries  prepared 
which  show  the  disposition  of  all  cases. 

After  an  investigation  is  complete,    it  is  forwarded  to  the  chief's 
office  for  review.     At  the  present  time  the  chief  of  police  is 
reviewing  all  complaints.     It  appears  that  great  effort  is  being 
exerted  by  the  chief  and  his  staff  to  investigate  all  citizen  complaints, 
and  to  act  as  fairly  as  possible  in  the  disposition  of  each  case. 


Because  of  the  need  for  administrative  review  of  each  complaint,    it 
would  be  better  to  position  the  I.  A.D.    under  the  Deputy  Chief  of 
Administration  and  have  him,    rather  than  the  chief,    review  the 
complaints.      The  chief  could  selectively  review  cases.      Because  of 
the  chief's  heavy  schedule,    it  is  very  difficult  for  him  to  keep 
abreast  of  the  review  process. 
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Length  of  Investigative  Time  Per  Complaint 

As  of  January  1,    1977,    of  the  1,  051   complaints  received  in  1976, 
326  (31%)  were  not  yet  completed.     It  was  estimated  by  the  captain 
of  I.  A.  D.   that  there  were  three  and  one-half  to  four  months  backlog 
of  work.     He  stated  that  an  investigator  could  complete  between  one 
to  one  and  one-half  cases  per  week.      However,    the  backlog  of  cases 
indicates  that  less  than  one  case  per  week  per  investigator  was 
completed  in  1976. 


Although  some  complaints  require  lengthy  and  time-consuming 
investigations,    the  majority  are  relatively  minor,    involving  only  an 
officer  and  a  citizen.     For  that  reason  40  hours  per  investigation 
seems  excessive.     A  close  examination  of  the  processes  used  by  the 
I.  A.  D.    should    be  made  to  determine  the  cause  for  investigative 
delay  and  to  speed  up  the  investigation.     Part  of  the  problem  may  be 
in  the  movement  of  investigators  in  and  out  of  the  I.  A.D.     Men  must 
be  carefully  selected  for  the  job  and  retained  a  reasonable  time  in 
order  that  they  may  develop  proficiency. 


Action  must  be  taken  to  increase  the  capability  of  the  I.  A.D.   to 
complete  its  investigations  much  more  expeditiously.     Investigators1 
production  must  be  increased.     Even  though  there  is  a  substantial 
backlog  of  work  in  the  I.  A.  D.,    it  appears  to  be  overstaffed.     People 
are  just  not  producing.     A  hard  look  should  be  taken  at  the  manage- 
ment level  of  the  function.      The  motivation  and  interest  of  the  staff 
should  be  scrutinized. 


The  present  backlog  of  citizen  complaints  is  a  serious  problem  and 
compounds  the  situation  which  the  I.  A.D.   was  intended  to  resolve, 
namely,    satisfactory  response  to  a  citizen  complaint.     If  the  citizen 
lodges  a  complaint  against  an  officer  and  then  hears  nothing  further 
for  several  months  as  to  the  action  taken  by  the  police,    the  citizen 
feels  that  it  does  very  little  good  to  complain,    and  thus  loses 
confidence  in  the  police. 
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Internal  Affairs  Division 
Investigative  Activity  for  the  1976  calendar  year 

Citizen  Complaints  Received 

Excessive  Force  180 

Unwarranted  Action  217 

Unofficer-like  Conduct  363 

Neglect  of  Duty  257 

Miscellaneous  34 

Total  -  1,051 


Findings  on  Complaints 

After  investigation  by  I.  A.  D.,    the  chief  of 
police  and  the  Police  Commission  made 
the  following  findings  on  complaints: 

Sustained  127 

Not  Sustained  179 

Exonerated  94 

Unfounded  303 

Other  Misconduct  22 

Total  -  725 

Cases  Pending  -  326 


Disciplinary  Action  Taken 

Admonishment  57 

Reprimand  21 

Resignation  2 

Chief's  Suspension  17 

Commission  Suspension  24 

Termination  2 

Procedure/Policy  11 

Corrective  Action  13 

Retired/Resignation  2 

Total  -  149 
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Evaluation 

Salaries  plus  fringe  benefits  for  the  Internal  Affairs  Section  staff  for 
the  year  cost  in  the  neighborhood  of  $875,  758.      This  does  not  include 
other  costs  of  operation.     On  the  basis  of  information  provided, 
investigation  was  completed  on  725  of  the  1,  051   citizen  complaints 
received.     At  that  rate,    each  completed  investigation  averaged  a 
minimum  cost  of  $1,  207. 


It  is  not  the  intent  of  this  report  to  focalize  on  cost.     It  is,   however, 
significant  in  identifying  cost  for  services  -which  are  nonproductive  in 
terms  of  the  overall  objectives  of  the  police  department.      The  matter 
is  of  such  proportions  that  it  should  be  examined  with  great  care. 
Twenty-seven  man  years  were  expended  at  a  cost  of  more  than 
$875,  000  to  investigate  police-community  contacts  occurring  in  a  1  2 
month  period  within  a  group  of  approximately  1,  750  field  personnel. 


The  very  nature  of  police  work  is  bound  to  generate  some  conflicts 
between  police  and  the  citizen,    but  the  questions  are,    how  much,    and 
what  are  the  underlying  causes?     Over  and  above  the  need  to  determine 
fault  in  each  complaint  which  is  investigated,    the  police  administration 
should  be  studying  the  volume  of  complaints  to  identify  causative 
factors.     How  much  is  caused  by: 


-  Lack  of  understanding  of  the  citizen's  responsibility. 

-  Lack  of  officer's  understanding  of  his  professional  role. 

-  Citizen  anger,    frustration  or  malice  . 

-  Lack  of  ability  or  willingness  of  the  police  officer  and  the 
citizen  to  communicate  . 

-  Improper  police  procedures. 

-  Circumstances  that  are  beyond  the  control  of  the  police  . 

These  and  other  factors  should  be  identified  and  appropriate  steps 
taken  to  correct.  The  problems  of  the  police/citizen  relationship 
should  be  one  of  continuing  inquiry  and  the  seeking  of  solutions  by 
police  management. 
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An  officer  on  the  street  must  contend  with  many  problems  which 
test  his  patience  and  self-control.     Many  officers,    because  of  their 
assignments,    have  a  greater  exposure  to  possible  police-citizen 
conflict.      Like  other  life  experiences  though,    some  officers  more    • 
often  than  others  in  a  given  situation  become  embroiled  in  conflict. 
The  ability  of  men  to  deal  with  such  problems   should  be  of  prime 
concern  in  the  recruiting    and  hiring  of  police  officers  for  the 
department. 


Among  current  staff,    those  officers  who  have  repeated  problems  in 
dealing  with  people  should  be  identified  and  receive  special  training. 
In  a  proven  case  where  an  officer  acts  improperly  in  his  relation- 
ship with  a  person,    he  should  be  directed  to  attend  training  or 
retraining  on  the  issue.      Those  officers  who  demonstrate  a  low  level 
of  tolerance  in  their  ability  to  cope  with  citizen  problems  should  not 
be  assigned  to  street  duty.      The  police  administrations  must  intensify 
training  programs  in  the  area  of  human  relationships  for  those 
selected  field  officers.     A  great  responsibility  in  bringing  about 
this  needed  change  in  attitudes  rests  with  the  line  of  command, 
starting  with  the  sergeants,    extending  to  the  lieutenants,    captains, 
deputy  chief  and  chief. 


There  should  be  an  aggressive,    clearly  defined  and  articulated 
community  program  about  the  function  of  the  I.  A.  D.    so  that  the 
people  may  have  a  better  understanding  of  its  role  and  purpose. 
Information  brochures  and  handout  material  would  be  helpful.     Many 
members  of  the  department,    too,    are  apprehensive  about  the  I.  A.  D. 
There  needs  to  be  a  greater  clarification  of  the  investigative  process, 
purpose  and  value  of  the  I.  A.  D. 
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Recommendations 

Examine  in  detail  the  investigative  processes  to 
determine  the  low  productivity  of  the  Internal 
Affairs  Division  investigations. 


Stabilize  personnel  tenure  in  Internal  Affairs 
Division  to  reduce  turnover. 


Prepare  a  brochure  on  the  role  of  Internal  Affairs 
Division  for  distribution  to  the  public,    so  that 
better  understanding  and  acceptance  will  be 
engendered. 


In  addition  to  other  training,    implement  an  in- 
service  program  on  human  relationships,    to  be 
given  to  selected  officers  whose  actions  toward 
people  in  the  community  have  proven  to  be 
detrimental  to  the  objective  and  goals  of  the 
department. 
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Community  Relations 


The  office  of  the  Community  Relations  Division  is  located  on  the  4th 
floor  of  the  Hall  of  Justice.     A  sergeant  of  police  is  the  commanding 
officer.     Besides  the  sergeant  there  are  11   officers  and  two  secretaries 
assigned,  to  the  division.     The  community  relations  function  is  under 
the  direct  supervision  of  the  chief  of  police,   who  meets  about  once 
a  week  with  the  division  commander.     In  staffing  the  division  there  has 
been  an  effort  to  reach  a  broad  range  of  ethnic  groups  in  the  community. 
Of  those  assigned  to  the  division,    there  are: 

-  Six  Black  officers 
One  Chinese 

Three  Mexican  Americans 

-  Two  White 


The  staff  is  engaged  in  a  variety  of  projects,   including  those  of  speaking 
before  neighborhood  groups,    giving  school  lectures,    and  in  engaging 
in  meetings  with  neighborhood  and  group  leaders.     The  staff  is  also 
conducting  meetings  with  the  officers  of  the  district  stations  in  an    . 
effort   to  improve  the  understanding  of  the  officers  as  to  the  work  of 
the  division. 


The  division  does  not  have  printed  material  or  brochures  for  distribution 
to  the  public.     Further  effort  should  be  made  to  develop  such  handout 
material. 


Factors  that  Affect  Police -Community  Relations 


Community  relations  cannot  function  independently.     There  must  be 
complete  support  and  participation  by  all  members  of  the  department. 
There  are  indications  of  need  for  more  community  relations  training 
for  Patrol  Division  personnel  and  a  need  to  establish  better  rapport 
between  the  community  relations  and  patrol  personnel. 
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It  is  suggested  that  a  permanent  procedure  be  set  up  and  an  evaluation 
form  be  used  to  evaluate  the  training,    experience,    attitudes,    and 
other  pertinent  factors  of  each  member  of  the  department  as  it 
relates  to  his  capability  to  handle  the  community  relations  phases 
of  police  work.     Personnel  who  consistently  demonstrate  their 
inability  to  meet  a  reasonable  level  required  for  community  rapport 
should  be  assigned  to  work  that  will  not  involve  public  contact. 
Much  of  this  evaluation  of  the  individual's  ability  to  meet  these  require- 
ments should  be  made  at  the  time  of  selection  and  hiring,  and  during 
his  probationary  period. 


Language  School 

There  is  one  aspect  of  police -community  relations  that  has  not  been 
emphasized  to  any  degree  in  the  past,   but  is  becoming  more    apparent 
that  the  police  officers  working  in  a  neighborhood  where  a  large  segment 
of  the  population  speaks  a  language  other  than  English  should  be  able 
to   speak  the  language.     It  would  be  an  advantage  for  the  department 
to  sponsor  an  ongoing  program  of  language  teaching.     For  example, 
in  the  city  of  San  Francisco,    Spanish  should  be  taught    selected  members 
of  the  department  so  they  could  communicate  more  effectively   with  the 
Spanish  language  minorities. 


Community  Relations  Policy  and  Objectives 

The  police  department  should  prepare  a  booklet  outlining  community 
relations  program  for  the  San  Francisco  Police  Department.     It  is 
suggested  that  it  be  put  in  loose-leaf  form  so  that  it  could  be  changed 
or  modified  as  the  occasion  required,    and  as  such,    serve  as  a  policy 
position  for  the  department. 


Grass  Roots  Contacts 


At  the  present  time,   there  is  not  a  well-formulated  program  in  which 
Patrol  Division  personnel  participate     on  a  regular  basis  in  neighborhood 
meetings.     Grass  roots  participation  by  field  personnel  with  neighborhood 
minorities  is  one  of  the  most  mutually  productive  police -community 
relations  activities.     This  involves  neighborhood  or  area  meetings  with 
the  officers  working  in  the  area.     The  Patrol  Division  commander  and 
the  supervisors  should  participate  as  much  as  possible. 
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The  conduct  of  the  officer  in  his  day-to-day  relationship  with  the 
people  of  the  community  determines  the  success  of  the  community 
relations  effort. 


Intradepartmental  Factors  that  Influence  Community  Relations 

Factors  in  the  department  that  particularly  influence  the  success 
or  failure  of  police -community  relations  cover  a  broad  area. 


Internal  investigations  operations  are  an  important  element  of 
community  relations,   because  the  police  department  demonstrates 
its  integrity  through  impartial  investigations  and  action  on  citizens' 
complaints. 


Training  is  an  important  element  of  community  relations.     Here  the 
administration  conveys  to  the  members  of  the  department  its  policies 
and  philosophies  on  community  relations.     It  instills  understanding  of 
people's  problems,    and  teaches  officers  how  to  conduct  themselves 
in  their  relationships  with  people. 


Most  important  is  the  attitude  and  feelings  reflected  through  the 
Office  of  the  Chief  and  his  administrative  staff.     If  the  chief  shows 
that  he  personally  has  a  sincere  interest  in  establishing  community 
rapport,   he  should  receive  a  greater  response  from  members  of  the 
department. 


Officer  Capability  in  Community  Relations 

Study  of  activities  in  which  a  police  officer  is  ordinarily  involved 
during  the  course  of  his  work  shows  that  the  greater  part  of  his  time 
is  in  relationships  with  the  people  in  noncriminal  or  service-connected 
activities.     An  officer  so  engaged  should  have  a  broad  understanding 
of  the  social,    political  and  cultural  influences  within  the  community. 
Therefore,    there  should  be  established  an  evaluation  process  for 
determining  the  attitude  and  capability  of  each  member  of  the  depart- 
ment to  deal  with  people. 
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Many  police  departments  have  been  active  in  recent  years  in  attemp- 
ting to  develop  neighborhood  group  contacts.     These  contacts  are 
directed  toward  group  meetings  between  the  police  and  minority  or 
culturally  and  economically  deprived  groups.     A  representative  of  the 
department  attached  to  the   community  relations  function  and  the 
field  division  commanders,    and  beat  officers  meet  periodically  with 
the  neighborhood  groups  to  discuss  problems  of  crime,   neighborhood 
complaints,    etc.     The  meetings  are  organized  and  developed  through 
police  effort  to  establish  better  understanding  between  the  police  and 
neighborhood  people. 


One  very  difficult  area  in  which  the  police  must  involve  themselves 
more  is  reaching  the  youth  and  young  adults  who  are  not  contacted 
by  other  methods.     These  are  members  of  minority  groups  and 
militants,    who  often  appear  to  distrust  police  and  authority.      There 
has  been  some  success  with  these  groups  by  establishing  "store 
front"  neighborhood  units  staffed  by  community  service  officers  who 
may  develop  rapport.     If  a  "Youth  Service  Center"  is  developed  in 
the  San  Francisco  area,   it  is  important  that  a  police  representative 
be  located  at  the  center. 


Police  Community  Relations  Programs 

The  recognition  of  the  importance  of  police -community  relations  as 
a  means  of  creating  better  community  understanding  has  encouraged 
police  departments  in  many  localities  to  develop  a  variety  of  com- 
munity relations  programs  and  projects,   many  of  which  are  well 
known  to  most  law  enforcement  officers.     Therefore,   there  will  be 
no  effort  to  identify  them  here. 


The    chief  should  examine  the  many  facets  of  police -community 
activities  to  determine  where  best  to  direct  the  energies  of  the   depart- 
ment.    The  department  should  be  selective  and  engage  in  only  those 
activities  for  which  there  is  a  need.     Those  that  do  not  include 
appreciable  benefit  or  advantage  to  the  community  or  the  department 
should  not  be  engaged  in. 
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Evaluation 


The  department's  community  relations  policy  and  procedures  should 
be  established  by  written  policy  or  directives  to  be  included  in  a  section 
of  the  department  manual.     An  effective  community  relations  program 
must  have  the  full  and  complete  support  of  the  chief  of  police  and  other 
ranking  officers.     This  support  must  be  demonstrated  by  the  actions  of 
these  officers,   in  addition  to  or  in  support  of  the  written  policy.     The 
chief  should  introduce  his  policy  in  person  to  the  staff  and  ranking 
officers  to  insure  that  it  is  interpreted  properly.     Accountability  for 
noncompliance  with  policy  can  then  be  placed  at  the  correct  level  of 
the  organization. 


Policy  Statements 

Policy  statements  may  include  some  of  the  following  examples  which 
tend  to  clarify  the  official  position  of  the  department  on  community 
relations. 

1.       Community  relations  is  based  upon  the  principle  that  in  a 
democratic  society,   the  police  are  an  integral  element  of 
the  community.     A  successful  community  relations  program 
should  bring  about  a  positive  interaction  between  the  people 
and  the  police  with  a  common  purpose  of  removing  crime  and 
disorder  from  the  community.     It  should  help  to  establish  a 
climate  where  an  officer  may  perform  his  duties  with  the 
acceptance,    understanding,    and  approval  of  the  people.     It 
should  also  bring  about  the  participation  of  the  people  in 
enforcing  the  law  by  their  cooperation  and  assistance  to  the 
police. 


Community  relations  must  not  be  designed  exclusively  for 
minorities  but  must  include  all  of  the  citizens  regardless  of 
race,    creed,  color,   nationality,    or  age.     It  should  be  remembered, 
however,   that  attention  must  be  concentrated  in  problem  or 
potential  problem  area. 


3.  Every  individual  has  aright  to  dignified  treatment  under  the 
law  and  the  protection  of  this  right  is  a  duty  binding  on  each 
individual  officer. 
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4.       The  department  must  be  responsive  to  the  needs  and  problems 
of  the  community.     Policies  and  programs  should  include  con- 
sideration of  the  public  will.     At  every  level  of  the  department 
there  must  be  a  willingness  to  listen  to  and  a  genuine  concern 
for  the  problems  of  individuals  or  groups. 


5.       There  must  be  equality  of  enforcement  throughout  the  city. 

The  police  should  respond  to  illegal  behavior  wherever  it  occurs, 
No  area  in  the  city  can  be  surrendered  to  the  lawless.     Some 
flexibility  is  necessary  to  respond  to  varying  law  enforcement 
needs  in  different  parts  of  the  city.     This  flexibility,   however, 
should  primarily  be  in  the  area  of  deployment  and  methods  of 
enforcement. 


Community  Relations  Division  -  Status 

The  Community  Relations  Section  now  organized  and  carrying  out  the 
responsibility  for  all  of  the  department's  community  relations 
functions  is  doing  a  commendable  job  under  the  present  circumstances. 
As  stated  in  the  Organization  Section  of  this  report,   the  section 
should  be  designated  as  a  division  under  the  Administration  Bureau. 


The  present  commander  of  the  Community  Relations  Section  is  a 
sergeant.     He  coordinates  all  of  the  department's  community  relations 
activities.     He,   therefore,   must  work  very  closely  with  command 
officers  in  the  department.     To  facilitate  his  carrying  out  the  depart- 
ment's policy  and  to  attach  the  deserving  importance  to  the  community 
relations  function,   the  commander  of  this  unit  should  hold  the  rank 
of  captain. 


Community  Relations  Committee 

To  provide  in-house  direction,    review,    and  evaluation,    in  addition 
to  input  from  neighborhood  meetings  and  contacts  described  previously, 
a  departmental  "community  relations  committee"  is  needed.      The 
committee  should  be  selected  by  the  chief  of  police  and  could  include 
the  Community  Relations  Division  commander,   the  commanders  of  the 
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Bureaus  of  Administration,    Operations,   Investigations,    or  their 
representatives.     The  chief  can  sit  as  the  head  of  that  committee, 
if  he  desires.     The  creation  of  such  a  committee  would  open  more 
positive  lines  of  communications  between  the  community  relations 
staff  and  the  field  divisions. 


This  committee  should  plan  and  review  the  present  programs  periodi- 
cally and  any  new  programs  the  department  wishes  to  implement. 
Programs  should  be  selected  that  will  fit  the  needs  of  the  city  of 
San  Francisco.     Objectives  and  goals  must  be  set  by  the  chief  and  his 
committee.     A  highly  important  role  of  the  committee  is  the  involve- 
ment of  bureau  commanders  in  the  planning  and  approving  of  programs 
to  provide  for  more  acceptance  of  the  programs  by  those  commanders 
and  their  subordinate  personnel. 


Weekly  Progress  Report 

A  weekly  progress  report  prepared  by  the  Community  Relations 
Division,    should  be  sent  to  the  chief  of  police  with  the  informa- 
tion that  will  assist  him  in  both  properly  administering  the 
department  and  serving  the  city  of  San  Francisco.     The  report  should 
contain  information  that  prevents  the  chief  from  being  caught  by  sur- 
prise and  pinpoints  trouble  or  potential  trouble  spots.     Examples 
of  headings  that  can  be  used  are: 

1.       "Group  Activity  Information"  which  would  include  information 
and  activity  reports  on  militant  or  radical  organizations. 


2.  "Liaison  with  Organizations  and  Individuals"  which  would  describe 
work  being  done  with  existing  formal  organizations  and  individuals 
that  are  supportive  of  police  or  in  the  uncommitted  category. 

3.  "Project  or  Program  Development  or  Progress"  which  includes 
a.  description  of  new  programs  and  the  progress  being  made 
toward  their  implementation. 

4.  "Line  Operation  and  Evaluation"  which  would  include  observations 
as  to  line  units  complying  with  present  community  relations  policy 
and  the  morale  and  attitude  of  department  employees. 

5.  "Miscellaneous"  which  would  include  items  not  fitting  appropriately 
within  the  foregoing  categories. 
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The  importance  of  accuracy  and  objectivity  in  this  report  cannot  be 
overemphasized.     This  report  is  for  the  chief  of  police  and  can  be 
disseminated  as  he  sees  fit.     The  chief  could  have  any  portion  of  the 
report  extracted  for  dissemination  to  lower  levels. 


Press  Relations 

Press  relations  in  a  constructive  and  positive  vein  is  a  much 
needed  activity  by  the  department.     Law  enforcement  operations 
in  a  free  society  must  not  be  shrouded  in  secrecy.     It  is  necessary 
that  there  be  full  public  disclosure  of  policies  and  an  openness  in 
matters  of  public  interest.     Consistent  with  protection  of  the  legal 
rights  of  involved  individuals  and  with  consideration  of  other  primary 
department  responsibilities,    the  department  should  disseminate  accurate 
and  factual  accounts  of  occurrences  of  public  interest.     This  policy 
should  serve  to  minimize  inaccurate  and  sometimes  sensationalized 
accounts  of  these  incidents.     The  department  must  develop  and  main- 
tain its  reputation  for  integrity  by  an  honest  and  forthright  relation- 
ship with  news  media  representatives.     It  can  thereby  increase  the 
possibility  of  making  known  and  accepted  its  objectives  and  policies. 


Intelligence 

Personnel  assigned  to  this  unit  should  not  be  considered  as  intelligence 
officers  and  any  appearance  as  such  must  be  minimized.     The  effec- 
tiveness of  a  community  relations  officer  is  permanently  compromised 
if  he  is  associated  with  intelligence  gathering. 


Selection,    Training,    and  Internal  Communications 

Community  relations  officers  must  be  selected  and  trained  very 
carefully.     Some  of  the  required  attributes  for  these  officers  are: 
interest,   promotability,    compatibility,    emotional  stability,   judgment, 
and  the  ability  to  communicate.     Some  consideration  must  also  be 
given  to  ethnic  background  in  order  to  deal  more  effectively  with 
minorities. 
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Community  relations  training  for  all  personnel  needs  more  emphasis 
and  refinement.     Constant  exposure  to  crime  and  its  aftermath,    and 
to  criminals  can  tend  to  harden  and  render  insensitive  an  officer  whose 
sympathetic  understanding  is  needed  to  properly  perform  his  duties. 
The  department  must  provide  initial  and  continuing  training  in  human 
and  community  relations  to  help  officers  avoid  his  hardening  of  attitude 
and  to  imbue  in  each  officer  an  understanding  of  his  total  role  in  the 
community. 


Implementation  of  these  foregoing  suggestions  will. not  assure  success. 
It  takes  time  to  eliminate  doubts  and  hostility  between  the  community 
and  the  police.     It  must  be  remembered  that  good  community  relations 
is  a  step  up  the  ladder  of  professionalism  for  law  enforcement. 


R  ecommendations 

Evaluate  the  needs  for  police -community  relations 
activities  in  San  Francisco. 

a.  Eeassess  each  of  the  community  relations  programs 
now  being  conducted  by  the  department  to  determine 
if  there  is  need  for  each  program  and  if  the  depart- 
ment's individual  efforts  are  effective. 

b.  Determine  if  certain  areas  of  police -community 
relations  activities  are  now  being  neglected. 


Update  and  expand  written  policy  and  procedure  regarding 
police-community  relations. 


Upgrade   rank  of  the  commanding  officer  of  the  Communit 
Relations  Division  to  that  of  captain. 


Emphasize  community  relations  training  and  opera- 
tions,   particularly  with  field  officers. 


Develop  evaluation  procedure  to  determine  field 
officer  qualifications  in  community  relations. 
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Recommendations  (continued) 


Establish  an  ongoing  training  program  to  teach  the 
Spanish  language  to  police  officers. 


Establish  a  neighborhood  citizen  advisory  committee, 
particularly  for  minority  groups. 


The  chief  of  police  appoint  a  departmental  community 
relations  committee  to  include  the  Community  Relations 
Division  commander,    commanders  of  the  Bureaus  of 
Administration,  Operations,    and  Investigation.     The 
chief,    if  he  desires,    could  serve  as  head  of  the  committee. 


Community  relations  commander  provide  the  chief  with 
a  confidential  weekly  progress  report  on  community 
relations  activities  and  problems. 


Establish  in  writing  minimum  standards  for  the 
selection  and  training  of  officers  assigned  to  the 
Community  Relations  Division. 
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The  Legal  Section 


In  the  organization  structure  of  the  police  department  the  Legal 
Section  is  positioned  in  the  Administration  Bureau.     It  provides 
legal  counsel  to  the  Police  Commission,    chief  of  police,    and  other 
members  of  the  department,    and  it  acts  on  legal  matters  as  required. 
It  is  an  important  and  necessary  adjunct  of  the  police  administration. 


Staff 

The  Legal  Section  is  staffed  with: 

Lieutenant  1 

Sergeant  2 

Assistant  Inspector  1 

Police  Officer  3_ 

7 
Senior  Clerk  Typist  2 

Cadet  1  3_ 

10 

Three  of  the  staff  members;  one  sergeant  and  two  patrolmen,    are 
attorneys. 


The  Legal  Section  is  divided  into  three  units. 

1.  Legal  research. 

2.  Investigative. 

3.  Miscellaneous   staff  functions. 


The  staff  members  perform  a  wide  range  of  duties  pertaining  to 
legal  matters.      The  members  provide  legal  representation  at 
numerous  court  actions  and  at  board  and  commission  meetings. 
They  provide  legal  counsel  and  respond  to  requests  for  legal 
opinions  from  police  administrators.      In  1976  the  staff  provided 
the  investigative  basis  to  defend  82  law  suits,    to  answer  678 
damage  claims. 
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Some  specific  responsibilities  of  the  Legal  Section  include  the 
following: 

-  Receive  and  investigate  claims  against  the  City  and  County 
of  San  Francisco  as  the  result  of  actions  by  the  police 
department  and  its  members. 

-  Represent  the  department  in  law  suits  lodged  against  the 
department  and  its  members. 

-  Represents  the  department  on  permit  appeal  hearings  made 
by  permit  applicants,    before  the  Permit  Appeals  Board. 

-  Presents  to  the  Police  Commission  departmental  charges 
against  officers. 

-  Reviews  state  legislation  bills  (4,  000  last  year). 

-  Maintains  liaison  with  the  City  Attorney's  Office,    and  with 
other  city,    county,    state  and  federal  agencies. 

-  Teaches  law  subjects  at  the  police  academy. 


A  review  of  the  Legal  Section's  operations  indicates  that  it  is  well 
organized  as  an  effective  and  efficient  part  of  the  police  administra- 
tion. 
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Community  Relations  and  Community  Conflict 


Within  the  police  department  three  functions,    Community  Relations, 
Internal  Affairs,    and  the  Legal  Section  have  relatively  similar 
characteristics  in  terms  of  their  roles  and  objectives.      Each  has 
life,    not  as  a  police  element  to  fight  crime,    but  to  reconcile  the 
problems  of  conflict  between  the  police  and  the  people  of  the  com- 
munity whom  they  serve. 


There  are  51  police  personnel  (2.3%  of  total  police  department) 
assigned  to  these  tasks.      This  is  five  more  than  assigned  to  the 
Youth  Services  Division  and  almost  twice  as  many  as  assigned  to 
the  Criminalistics  Division.      These  facts  are  noted  to  direct  atten- 
tion to  the  purpose  and  relationship  of  these  functions  as  compared 
to  the  rest  of  the  department.     For  the  1976-77  Fiscal  Year,    the 
police  department  will  expend  approximately  $1,  586,  538  for  salaries 
and  fringe  benefits  to  maintain  the  three  functions.      This  does  not 
include  overhead  and  indirect  costs.      They  are  broken  down  as 
follows: 

Salaries  and  Fringe 
Personnel  Benefits 


Internal  Affairs                                27  $875,000.00 

Community  Relations                    14  427,154.00 

Legal  Office                                       1_0  284,  384.00 

51  $1,586,538.00 


The  Community  Relations  Division  plays  a  positive  role  in  working 
with  neighborhood  groups  and  organizations,    to  delineate  the  policies 
and  objectives  of  the  police  and  to  articulate  the  desire  and  intent  of 
the  chief  to  maintain  an  amicable  community  relationship. 

If  the  people  in  the  neighborhoods  are  experiencing  unsatisfactory 
day-to-day  relationships  •with  the  police,    the  work  then  of  the  Com- 
munity Relations  Division  becomes  most  difficult  and  unproductive. 
If  the  message  of  the  Community  Relations  is  different  than  the 
realities  of  the  field  officers'  actions  on  the  street,    then  among  the 
community  neighborhoods  the  integrity  of  the  police  administration 
is  suspect.     The  cleavage,    between  the  actual  as  practiced  by  the 
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officers  on  the  street  and  that  which  is  intended  and  articulated  by 
the  Community  Relations  people,    puts  at  issue  to  the  police  manage- 
ment the  problems  that  must  be  corrected. 


Merely  grinding  out  the  citizen  complaint  process  through  Internal 
Affairs  does  nothing  for  the  improvement  of  the  department  unless 
there  is  an  effort  to  learn  and  benefit  from  the  experience.     There 
should  be  in-depth  analysis  of  the  citizen  complaints  to  determine 
the  basic  factors  that  cause  them.     At  this  time,    no  such  work  is 
being  done.     (This  is  an  appropriate  project  for  the  Research  and 
Development  Division. ) 


During  the  course  of  the  survey  improper  officer  conduct  in  the 
department  was  repeatedly  brought  to  the  attention  of  the  consul- 
tants.    It  is  one  which  the  administration  must  address  with  consid- 
erable concentration.     The  fundamental  work  of  a  police  officer  is  in 
relating  with  people  in  all  walks  of  life  and  circumstances.     Officers 
who  have  difficulty  in  coping  with  stress  situations  should  not  be  in 
police  work.     An  officer  must  be  able  to  communicate  effectively  in 
dealing  with  emergencies  and  with  recalcitrant  people.     He  should 
be  able  to  control  and  resolve  a  problem,    not  become  part  of  the 
problem.     As  stated  earlier,    there  should  be  extensive  review  and 
analysis  of  citizens  complaints  and  causative  factors  identified. 


The  department  must  provide  a  strong  training  course  and  reorien- 
tation on  community  relations  for  all  field  personnel. 


There  should  be  strong  disciplinary  action  for  officers  who  continue 
to  ignore  the  policies  and  directives  of  the  department,  thus  causing 
unnecessary  citizen  complaints  and  costs  to  the  city. 


In  the  longer  range,    special  attention  should  be  given  to  the  selection 
of  candidates  who  serve  as  police  officers  to  assure  that  each  police 
member  has  the  emotional  and  mental  maturity  to  cope  with  the 
stress  to  which  he  is  frequently  exposed. 

One  factor  which  has  contributed  to  the  problems  of  administrative 
control  in  the  department  has  been  the  lack  of  well  organized  and 
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clearly  stated  policies,    directives  and  procedures  covering  all 
aspects  of  the  department's  operations.      This  must  be  accomplished 
in  concert  with  the  other  described  actions  before  the  problems  will 
likely  be  ameliorated. 


Recognizing  that  there  is  a  need,    still,    the  question  arises  as  to  how 
much  personnel  and  money  should  be  allocated  to  the  functions  of 
Community  Relations,    Internal  Affairs,    and  the  Legal  Section.     What 
is  the  basis  to  justify  the  present  staffs?    Has  there  been  any  close 
examination  of  the  needs?     The  amount  of  time  and  money  now 
expended  in  these  areas  appears  to  be  excessive.     A  substantial 
part  of  the  need  for  the  functions  is  generated  by  improper  or  care- 
less actions  of  some  officers.      The  police  administration  should 
expect  that  all  employees  carry  out  their  assigned  duties  in  accord 
with  the  policies  and  directions  of  the  administration. 


The  administration  must  take  those  essential  steps  to  assure  con- 
formance in  the,    (1)  selection  process,    (2)  training  of  officers,    and 
(3)  disciplinary  control.      There  must  be  clearly  stated  policy,    and 
procedural  directives. 


Recommendations 

Conduct  in-depth  administrative  study  of  citizen 
complaints  and  issues  of  conflict. 

1.  Examine  processes  of  Internal  Affairs  in  the 
investigation  and  disposition  of  citizen  complaints. 

2.  Evaluate  valid  citizen  complaints  as  to  kind, 
nature  and  numbers. 

3.  Study  time  factors  from  receipt  of  complaint 
to  disposition. 

4.  Examine  written  directives,    policies  and  procedures 
that  govern  the  circumstances  involving  complaint 
actions. 

5.  Evaluate  actions  of  officers  involved,    in  terms  of 
education,    training,    experience,    type  of  incident 
leading  to  complaint,    causative  factors. 
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Recommendations  (continued) 

6.  Analyze  actions  of  those  officers  who  are  more 
prone  to  become  involved  in  conflict  with  people 
than  the  average  officer. 

7.  Examine  quality  of  community  relations  training 
now  given  officers  in  terms  of  scope,    content  and 
method  of  presentation. 

Analyze  the  many  civil  actions  brought  against  the 
department  to  determine  if  improper  officer  actions 
or  departmental  procedures  generated  such  civil 
actions,    and  if  they  can  be  corrected. 


3-37 


Research  and  Development  Division 


In  order  that  a  large  organization  such  as  the  San  Francisco  Police 
Department  function  effectively  and  efficiently,    there  must  be  solved 
a  wide  range. of  complex  organizational,    management  and  operational 
problems.     Day  to  day  work  must  be  carried  on  in  an  orderly  way. 
Direction  and  control  must  be  maintained.     A  fundamental  requirement 
in  these  accomplishments  is  planning.     In  the  police  department  the 
Research  and  Development  Division,    as  an  arm  of  the  administration, 
is  responsible  for  the  orderly  development  of  the  planning  and  imple- 
mentation processes. 

The  Research  and  Development  Division,    positioned  in  the  Admini- 
stration Bureau,    is  under  the  direction  of  a  captain  of  police.     With 
a  staff  of  24  personnel,    the  division  is  responsible  for  providing  staff 
services  for  the  administration  of  the  police  department. 


The  division  is  divided  into  two  major  sections.      One  is  the  Accounting 
Section  under  the  supervision  of  a  lieutenant  of  police,    with  four 
accounting  personnel.      The  second  is  a  Research  and  Development 
Section  under  the  supervision  of  a  sergeant.      The  section,    containing 
17  personnel,    is  broken  generally  into  units  or  functions,    as: 

Electronic  Data  Processing  (Computer) 
Statistics 

Grants 

Operations  Analysis 

Forms  Control 

Uniforms 

Print  Shop  and  Graphic   Arts 

Clerical  Pool 


Assignment  of  staff  work  projects  usually  originate  through  the  deputy 
chief  of  the  Administration  Division  or  the  captain;  in  some  cases, 
through  the  sergeant.     As  a  control  measure,    all  projects  are  chan- 
nelled through  the  sergeant.      In  connection  with  this,    a  form  entitled, 
"Request  for  Service"  is  submitted  to  the  sergeant.      The  form  specifies 
the  work  to  be  done  and  is  utilized  as  a  basis  for  assignment  for  the 
project  to  a  staff  member  and  for  control  of  the  project. 
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Other  than  a  brief  statement  of  commanding  officers'  duties  in  the 
Rules  and  Procedures  Manual,    there  is  nothing  currently  obtainable 
in  writing  to  delineate  the  scope  of  work  or  responsibilities  of  the 
division.      There  is  nothing  to  support  justification  for  the  numbers 
of  staff  or  need  for  expertise.     Some  examination  should  be  made  of 
the  objectives  and  goals  of  the  Research  and  Development  Division 
to  determine  how  they  can  best  be  accomplished.      This  is  of  particular 
concern  when  the  division  has  not  addressed  itself  to  the  many  critical 
problems  that  have  gone  undone,    to  name  but  a  few: 

-  Develop  and  maintain  administrative  policies  and  procedures 
and  a  directive  system. 

-  Develop  a  data  base  for  allocation  and  distribution  of  the 
patrol  force. 

-  Provide  up  to  the  minute  analysis  of  crime  information  to  the 
patrol  force  and  the  Inspector's  Bureau. 

-  Develop  departmental,    division  and  section  objectives  and 
goals. 

-  Prepare  job  studies. 

-  Analysis  of  computer  printouts  in  several  areas  for  manage- 
ment use. 

-  Maintain  design,    use  and  control  of  forms  which  are  used  in 
the  department. 

-  Review,    analyze  and  implement  improvements  in  the  procedures 
of  many  divisions  and  sections  in  the  department. 

The  division  should  immediately  reassess  its  role  and  responsibilities. 
It  should  do  some  planning,    both  short  and  long  range,    and  determine 
its  proper  direction.     Programs  should  be  formalized  with  positive 
objectives  established,    set  within  reasonable  time-frames.       The  sug- 
gested reorganization  and  staffing  should  provide  the  resources  to 
implement  a  program  to  upgrade  the  department. 
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Staffing 


When  considering  the  concept  of  utilizing  civilians  for  work  that  does 
not  require  police  expertise  or  law  enforcement  authority,    the  Research 
and  Development  function  is  unique.     Presently,    12  officers  are  assigned 
to  the  Research  and  Development  Division,    which  amounts  to  50%  of  the 
total  staff.     Sworn  officers  include  the  division  commander  (captain), 
the  lieutenant  in  charge  of  accounting,    and  one  sergeant  who  has  super- 
vision of  the  Research  and  Development  Section.      It  is  desirable  to  have 
an  experienced  law  enforcement  officer  commanding  the  division. 
There  is  nothing  to  justify  retention  of  the  lieutenant  in  the  Accounting 
Section.       This  is  discussed  more  fully  under  the  Accounting  Section, 
Page   3-47. 


In  doing  research  and  development  work  there  is  an  advantage  to  having 
sworn  officers  as  supervisors,    because  of  their  lav/  enforcement 
experience  and  expertise.     It  is  also  desirable  to  assign  some  officers 
to  key  positions  in  the  Research  and  Development  Section.      Their 
involvement  in  the  study  and  solution  of  management  problems  is  an 
excellent  training  experience.      There  is  a  need  to  groom  younger 
officers  for  management  roles  in  the  department,    so  they  will  be 
prepared  to  assume  greater  responsibilities  as  they  progress  upward 
in  the  department.     In  fact,    there  should  be  a  planned  program  to     • 
assure  that  experienced  and  well  qualified  men  are  prepared  to  fill 
administrative  positions  as  older  men  retire.      There  must  be  planning 
to  maintain  continuity  of  experienced  leadership  for  tomorrow. 


Supervisory  Staff  of  the  Research  and  Development  Sec tion 

The  sergeant  of  the  Research  and  Development  Section  supervises  17 
personnel,    as  follows: 

Police  officers  .                        9 

Station  officer  1 

Sr.    systems  processing  analyst  1 

Management  assistant  1 

Operations  analyst  2 

Police  statistical  clerk  1 

Sr.    clerk  typist  2 

17 
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Because  of  the  complex  and  diverse  activities  carried  on  in  the 
section, it  is  too  much  to  expect  the  one  sergeant  to  effectively 
supervise  all  of  the  work.     He  cannot  possibly  engage  in  the  project 
development  to  the  extent  that  he  should. 


Operations  Development 

To  facilitate  action  on  some  immediate  problems,    it  is  proposed 
that  for  the  next  two  years  a  selected  staff  in  the  Research  and 
Development  Division  direct  its  effort  toward  reviewing  and 
analyzing  existing  administrative  and  departmental  operations  for 
the  purpose  of  upgrading  and  implementing  needed  changes. 


A  'well  qualified  supervisor  should  be  selected,    whether  he  be  a 
sworn  officer  or  civilian.      The  criteria  for  selection  should  be 
based  on  ability.      The  person  should  have  high  educational 
achievement  and  a  good  law  enforcement  background  in  police 
organization  and  management,    able  to  articulate  his  thoughts  and 
ideas  orally  and  in  writing,    be  perceptive  and  highly  motivated. 


A  planned  program  should  be  developed,    identifying  the  projects 
to  be  completed.     At  least  eight  staff  members  and  supervisor 
should  be  assigned.     Divide  into  teams  of  two  for  project  assign- 
ment.     The  members  should  remain  on  the  program  until  completed, 
not  sidetracked  for  other  work. 


In  examining  departmental  functions  the  range  of  inquiry  in  each 
project  should  include: 

-  Role  of  the  function,    scope  and  parameters 

-  The  purpose  and  need  of  the  functions 

-  Goals  and  objectives 

-  Written  directives  and  procedures 

-  Efficiency  in  operations 
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-  Use  and  flow  of  forms 

-  Relationships  with  other  department  functions  and 
outside  agencies 

-  Resource  needs 

-  Personnel  use,    assignments,    numbers  needed  to  operate 
efficiently,    job  descriptions. 

The  efficient  use  of  people,    working  in  proper  classifications,    should 
be  closely  scrutinized. 


Directives  and  Procedures 

In  a  project  coordinated  with  the  Operations  and  Development  project, 
conduct  an  intensive  review  of  all  directives  and  manuals  now  in  use. 
Update  all  written  directives  and  procedures  in  the  department.      This 
is  a  critical  situation,    which  needs  immediate  attention.      Because  of 
the  need  for  research  and  the  detailed  work,    it  is  estimated  that  at 
least  a  year's  time  will  be  required  to  complete  the  job. 

Details  concerning  directives  are  discussed  on  Page  3-3. 


It  is  suggested  that  the  staff  consist  of  a  supervisor  and  three  staff 
members.      It  will  be  necessary  to  make  some  staff  adjustments  to 
provide  for  the  added  functions.     In  selecting  personnel  for  the  Research 
and  Development  Division,    police  officers   should  be  assigned  when  the 
need  can  be  justified.     Key  positions  should  be  filled  by  police  officers 
when  it  is   shown  that  there  is  need  for  their  experience  and  expertise. 


Computer  Assignments 

Because  the  computer  field  is  so  highly  specialized,    only  trained 
staff  should  be  assigned.      There  should  also  be  an  evaluation  as  to 
the  number  of  personnel  needed  for  computer  work.     As   soon  as 
possible  civilians  should  replace  the  three  officers  now  assigned  there. 
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Space 

Space  in  the  Research  and  Development  Division  is  not  adequate.     Two 
offices  are  occupied  by  the  captain  and  lieutenant.     A  large  room  adequately 
accommodates  the  accounting  staff.     Desks  for  the  remaining  staff  are 
crowded  into  a  large  open  area.     Desks  and  office  equipment  are  so  close 
together,    and  noise  level  is  such  that  concentration  by  a  staff  worker  is 
most  difficult.     Some  type  of  partitions  or  wall  separators  should  be 
installed  to  divide  the  large  room  space  into  smaller  rooms  so  the  staff 
could  work  in  quieter  areas.     Additional  space  for  the  division  is  badly 
needed. 


Project  Assignment 

In  order  that  Research  and  Development  does  not  become  inundated  with  a 
variety  and  volume  of  projects,    a  priority  arrangement  should  be  estab- 
lished and  each  project  numbered.     Each  project  should  be  completed 
before  new  work  is  assigned.     Because  of  the  great  number  of  projects  to 
be  done  which  have  departmentwide  value,    no  division  level  project 
should  be  accepted  without  specific  approval  of  the  chief. 


Recommendations 

Prepare  a  written  statement  of  objectives  to  be  accomplished 
within  the  next  two  years. 


Reorganize  the  Research  and  Development  Division  as 
proposed  in  this  section  of  the  report. 

a.  Establish  an  Operations  Development  Section, 
staffed  by  one  supervisor  and  eight  staff  members. 

b.  Establish  Directives  and  Procedures  Section 
staffed  by  a  supervisor  and  three  staff  members. 


Through  the  office  of  the  chief,    establish  priorities  of  projects 
to  be  completed  by  Research  and  Development  Division. 


Assign  number  to  each  project. 
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Accounting 

The  Accounting  Section  is  under  the  direction  of  a  lieutenant  who  has 
the  following  staff: 

Senior  Accountant  1 

Accountant  1 

Accountant    Clerk  1 

Senior  Clerk-Typist  1_ 

4 
All  are  civilians  except  the  lieutenant. 


Although  the  Accounting  Section  is  positioned  in  the  Research  and 
Development  Division,    it  appears  to  function  independently  of  the 
division  commander.     All  fiscal  accounting  functions,    which  include 
purchasing  and  budget  preparation  are  carried  on  in  the  accounting 
office,    except  the  preparation  of  the  payroll,    which  is  handled  by  the 
Personnel  and  Training  Division.      One  officer  who  works  on  capital 
improvement  projects  also  reports  to  the  lieutenant.      In  order  to 
centralize  responsibility  and  develop  a  maximum  efficiency,    all 
accounting  work  should  be  done  by  the  accounting  office.      Payroll 
preparation,  which  is  now  done  in  the  Personnel  and  Training  Division, 
could  be  moved  to  the  accounting  office. 


The  Accounting  Office  is  responsible  for  budget  preparation  and 
purchases  accounting.      The  department  uses  line  item  budgeting; 
no  program  budgeting.      Because  of  the  budget  system,    there  is  no 
breakdown  of  expenditures  by  function.      Such  information  is  not 
available.     Cost  by  function  is  a  critical  need  for  management 
decision  and  control.      It  is  urged  that  the  department  set  up  a 
function  code  for  distribution  of  costs  to  divisions,    with  sub-codes 
for  patrol  districts,    sections  and  units.      In  this  way,    as  expenditures 
are  made  for  Personal  Services,    and  Operations  and  Equipment, 
costs  could  be  distributed  to  the  proper  category.      If  this   simple 
coding  system  could  be  implemented  on  July  1,    the  department 
could  have  complete  cost  information  by  the  end  of  the  fiscal  year, 
and  would  be  a  step  closer  to  proper  budget  control. 
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The  lieutenant  in  charge  of  the  accounting  office  was  assigned  to  the 
function  several  years  ago,    although  he  had  had  no  experience  in  the 
accounting  field.     He  has  been  going  to  school  on  his  own  time  and 
studying  accounting.     He  now  seems  to  be  qualified  in  his  work. 
However,    this  is  a  position  that  should  be  filled  by  a  professionally 
trained  and  experienced  accountant. 


The  accounting  position  does  not  require  the  services  of  a  lieutenant 
of  police  to  do  the  job.      The  lieutenant  should  be  assigned  to  police 
work.      The  city  expends   $43,  774  for  salary  and  fringe  benefits  for 
the  lieutenant.     A  top  accountant  can  be  hired  for  approximately 
$21,  ZOO,    a  savings  of  about  $22,  574  per  year. 


It  was   stated  that  the  lieutenant  was  assigned  to  the  accounting  office 
several  years  ago  to  provide  a  stronger  representation  when  presenting 
the  budget  to  the  city  administration;  this  is  not  a  sound  basis  for 
assigning  a  high  salaried  lieutenant  to  the  accounting  function.      It 
should  not  be  the  responsibility  of  a  lieutenant  of  police  to  carry  the 
load  of  budget  presentation.      Because  of  the  importance  of  the  dis- 
cussions in  the  budget  presentation  to  the  city  budget  staff  and  the 
mayor,    the  chief  or  the  deputy  chief  of  administration,    who  should 
be  well  informed  on  budget  matters,    make  such  presentations. 
The  accounting  staff  should  serve  as  the  technical  resource  to  the 
chief  or  deputy  chief  during  budget  presentations. 


Recommendations 

Replace  the  lieutenant  in  the  accounting  office  with  a 
well- qualified  career  accountant. 


In  the  accounting  process  adopt  a  code  system  by 
function,    so  that  cost  will  be  distributed  by  division 
and  sub  units. 


3-45 


Forms  Control 


The  Forms  Control  Function  is  positioned  in  the  Planning  and 
Research  Division.     However,    the  work  that  is  carried  on  there  is 
not  fulfilling  the  responsibilities  normally  allocated  to  the  function. 
One  police  officer  is  assigned  to  the  work.     His  primary  responsibility 
is  serving  as  a  liaison  and  expeditor  in  requisitioning,    through  the 
Purchasing  Department  of  the  city,    multiple  copy  printed  forms  with 
carbon  paper,    used  by  the  police  department.      There  are  about  15 
such  forms  that  are  printed  by  private  vendors.     It  is  estimated  that 
about  80%  of  the  officer's  time  is  devoted  to  the  forms  reordering 
process.      The  remaining  time  is  used  in  writing  directives  and  in 
other  miscellaneous  tasks. 


The  present  system  of  requisitioning  forms   should  be  examined  to 
determine  if  the  process  can  be  made  less  costly.      The  function  is 
properly  that  of  the  police  department  Purchasing  Section  in  the 
Accounting  Office  and  the  city  Purchasing  Department. 


The  officer  is  working  out  of  civil  service  classification  and  is  not 
performing  the  established  duties  of  a  police  officer  for  which  he  wa: 
hired.      The  city  expends  a  substantial  amount  for  a  police  officer's 
pre- service  and  in-service  training,    and  uniform  and  equipment. 
Because  of  the  factors  of  risk,    stress  and  rotating  shifts,    he  is  a 
candidate  for  early  retirement.      His  services  are  costly  to  the 
community.      In  order  to  maximize  his  use,    he  should  be  assigned 
to  the  police  job. 


The  officer  should  be  replaced  with  a  civilian  who  has  knowledge  and 
expertise  of  forms  control  and  design.      Below  is  estimate  of  salary 
saving  if  this  were  done. 

Salary  of  police  officer  who  is  currently 

assigned  to  the  Forms  Control  Operation  $18,  816.  00 

Retirement  13,904.4-6 

Health  Benefits  327.60 

Total  -  $33,  048.06 
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Estimate  for  a  civilian  worker  to  perform  the  work  would  be  as 
follows: 

Salary  $13,546.0,0 

Retirement  (18.426%)  2,486.00 

Social  Security  @  5.  85%  791.00 

Health  Benefits  327.  60 

Total  -  $17,  150.60 

Difference-  $  15,  897.  46  saved. 


The  police  department  uses  more  than  370  different  forms  in  its 
operation.     A  request  for  the  design  of  a  new  form  is  usually 
initiated  by  one  of  the  divisions  or  sections.      The  proposed  form 
is  submitted  to  the  print  shop,    where  the  graphic  artist  designs  the 
final  draft  for  the  printer.      The  printer  assigns  a  number  and 
prints  the  form. 


The  department  does  not  have  a  comprehensive  system  or  policy 
governing  the  development  and  control  of  forms  design  and  use. 
Primary  concern  is  the  cost  and  efficiency  of  the  form  use.     Forms 
affect  employee's  time  and  work  patterns.     Poorly  structured  forms, 
unnecessary  forms,    and  forms  with  improper  flow,    can  be  unnecess- 
arily costly  and  contribute  to  inefficiency. 


Before  a  new  form  is  integrated  into  the  system,    a  study  should  be 
carried  out  to  determine: 

1.  Need  for  the  form 

2.  Purpose  and  use 

3.  Flow  of  form 

4.  If  it  duplicates  other  forms 

5.  If  it  is  cost  effective 

6.  Consolidation  with  other  forms. 

All  of  these  steps  are  not  being  taken  at  this  time. 


To  correct  the  present  deficiency  in  forms  management  the  depart- 
ment,   through  a  chief's  directive,    should  establish  responsibility 
for  the  program,    and  establish  necessary  procedures. 
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Recommendations 

Return  the  officer  now  assigned  to  Forms  Control 
to  regular  police  duty. 


Assign  civilian  worker  to  the  forms  control  function. 


Develop  written  policy  and  procedures  for  the 
implementation  of  a  forms  control  function. 


Review  current  forms  design  and  use  to  determine 
valid  need. 
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Print  Shop 


The  San  Francisco  Police  Department  Print  Shop  is  located  on  the  5th 
floor  of  the  Hall  of  Justice.      The  well  equipped  shop  occupies   1,  200  or 
more  square  feet  of  floor  space.     All  printing  for  the  police  department 
is  done  in  this  shop,    except  for  multiple  copy  forms  using  carbon  paper. 


In  a  large  organization  such  as  the  police  department,    where  there  is 
volume  printing  of  forms,    manuals,    bulletins,    directives  and  training 
material,    it  is  economically  sound  and  convenient  to  maintain  a  printing 
shop.     In  this  case,    however,    the  print  shop  is   staffed  by  three  police 
officers;  two  serve  as  printers  and  one  as  a  graphic  artist.     Substantial 
savings  could  be  effected  by  staffing  with  two  trained  off- set  pressmen 
and  a  graphic  artist.      The  following  shows  annual  salary  for  police 
officer  and  estimated  salary  for  pressmen  and  graphic  artist. 

Police  Officer 

Salary  $18,816 

Retirement  (73.89%)  13,904 

Health  Benefits  328 

Total  -  $33,  048 

$33,  048  x  3  (officers)  $99,144 

Off-set  Press  Operator 

Estimated  Salary         ~  $19,000 

Retirement  (18.426%)  3,500 

Social  Security  (5.85%)  1,111 

Health  Benefits  -  annual  328 

Total  -  $23,  939 

$23,  939  x  2  (operators)  $47,878 

Graphic  Artist 

Estimated  Salary  $13,200 

Retirement  (18.426%)  2,332 

Social  Security  (5.85%)  772 

Health  Benefits  -  annual  328 

Total  -  $16,  632 

Combined  salary  of  press  operators  and  graphic  artist         64,  510 
Estimated  annual  savings  by  replacing  with  civilian  staff  $34,  634 
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Recommendation 

Replace  three  police  officers,    now  assigned  to  the 
Print  Shop,    with  civilian  personnel. 


3-50 


Inventory  Control 


The  police  department  does  not  have  a  system  of  inventory  control 
of  equipment  and  furniture.     Items  delivered  to  the  department  have 
a  city  serial  number  attached.      The  city  does  not  maintain  inventory 
control  procedures. 


As  a  process  of  management  control  and  budgeting,    the  police 
department  should  initiate  an  inventory  control  system.     As  a  first 
step  assign  and  attach  permanent  identification  number  to  each 
inventory  item.     Make  an  initial  accounting  of  all  equipment  and 
furniture  showing: 

Date  of  inventory 
Identification  number 
Description  of  item 

Location  (division  to  which  assigned) 

Purchase  price  (If  known,    enter  on  inventory,    otherwise 
use  fair  market  value.  ) 


Inventoried  items  may  be  listed  on  a  log  form.     Such  listing  does 
not  have  flexibility  for  adjusting  inventoried  items.      To  permit 
flexibility  in  control,    it  is  better  that  a  data  processing  card  be 
punched  or  the  inventory  entered  into  computer.     After  the  inventory 
is  established  and  verified,    periodic  inventory  should  be  made  at 
least  once  each  year.      This  is  done  by  making  a  listing  or  printout 
for  each  division  for  verification  of  items  charged  to  the  division. 
A  written  verification  of  the  inventory  should  be  signed  by  the  divi- 
sion commander.      The  division  commander  is  responsible  for  the 
accounting  of  all  inventoried  items.     Missing  items   should  be  traced 
or  accounted  for. 


Transfer  of  inventoried  items  between  divisions  or  out  of  the  depart- 
ment requires  a  memorandum  so  that  inventory  adjustments  can  be 
made  to  keep  inventory  current.     A  memorandum  of  change  should 
show  date  of  change,    item  number,    location  -  from  and  to,    and  be 
signed  for  by  receiving  division  commander. 
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A  centralized  control  in  the  accounting  office  should  be  maintained 
of  typewriters,    calculators  and  other  mechanical  equipment.      In 
connection  with  each  piece  of  equipment  there  should  be  maintained 
a  listing  of  maintenance  cost.      This  is  an  important  factor  for 
justifying  replacement. 


The  service  life  for  such  equipment  should  be  determined  as  the 
basis  for  budgeting  of  replacements.     For  example,    if  the  service 
life  of  a  typewriter  with  normal  use  is  eight  years  and  the  depart- 
ment maintains  320  units,    it  would  be  necessary  to  replace  40 
typewriters  each  year.      There  are  other  factors  that  must  be  con- 
sidered though.      For  example,    a  typewriter  may  have  such  a  high 
maintenance  cost  that  it  would  be  more  cost  effective  to  replace  it, 
even  though  the  maximum  service  life  had  not  yet  been  reached. 
Another  factor  that  must  be  kept  in  mind  is  that  some  functions  in 
the  police  department  operate  around  the  clock  seven  days  a  week. 
Equipment  may  receive  three  or  four  times  the  use  than  equipment 
in  an  office  in  which  it  is  used  only  eight  hours  a  day  five  days  a 
week. 


An  inventory  control  system  is  essential  in  the  budgeting  process. 
Control  of  equipment  inventory  should  be  with  the  police  department 
accounting  office. 


Recommendations 

Establish  system  of  inventory  control  of  all  capitol 
equipment  and  furniture. 

Attach  police  department  identification  number 
to  each  piece  of  equipment  and  furniture. 

Prepare  itemized  listing  of  all  equipment  and 
furniture. 

Conduct  periodic  inventory  review. 


Centralize  control  and  budgeting  for  typewriters, 
calculators  and  other  mechanical  or  electronic 
equipment  which  have  a  service  life. 
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Recommendations  (continued) 

Maintain  accurate  service  and  maintenance  cost 
records  on  each  separate  piece  of  equipment. 


Centralize  inventory  control  in  the  Accounting 
Office. 


Prepare  -written  procedures  for  implementation  of 
the  inventory  control  system,    signed  by  chief. 
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Police  Employee  Time  Use 
and  Evaluation  of  Functions 


The  police  is  a  government  service  organization.     It  does  not  produce 
a  tangible  product  of  which  the  quality  and  volume  may  be  used  as  a 
precise  measure  of  effective  production.     Although  certain  functions 
in  police  operations  are  essential  in  order  that  a  department  can 
accomplish  its  overall  objectives;   still,    there  is  a  challenge  to  police 
management  to  determine  the  need  for  an  activity,    and  to  evaluate 
the  essential  qualities  and  effectiveness  of  each  function  that  the 
police  organization  performs.      Because  the  police  administration  is 
limited  as  to  the  number  of  employees  to  accomplish  the  total  police 
mission,    the  time  of  each  person  must  have  maximum  use. 


Job  Descriptions 

Each  job  in  the  department  should  be  carefully  studied  and  a  complete 
description  made  delineating  all  activities  performed  by  each 
individual.     Each  position  in  the  department  should  be  identified  by 
number.     (See  Appendix   I.  )     Such  studies  help  management  in 
evaluating  workload  and  distribution,    and  in  knowing  when,    where,  . 
and  how  tasks  are  being  done.      They  point  up  personnel  needs  and 
identify  inefficiencies.      Job  descriptions  should  also  be  written  for 
work  that  should  be  done,    but  for  which  no  personnel  is  available. 
Such  specific  identification  of  personnel  needs  is  helpful  in  justifica- 
tions for  budget  requests. 


It  is  emphasized  that  when  the    chief  and  his   staff  carefully  study 
completed  job  descriptions  for  the  whole  department,    they  have  a 
much  better  grasp  and  fuller  understanding  of  the  scope  of  the  police 
organization's  responsibilities  and  capabilities.      For  example, 
graphing  of  work  flow  can  be  accomplished  and  evaluated  through 
the  use  of  job  descriptions. 


Job  descriptions  also  help  each  employee  by  identifying  and  delin- 
eating his  duties,    and  clarifying  lines  of  authority  and  responsibility. 
They  assure  the  employee  as  to  his  role  in  the  organization. 
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Job  studies  should  be  subject  to  periodic  review  and  updating  because 
of  changes  in  the  organization. 


At  the  present  time,    the  department  does  not  have  job  descriptions 
for  each  position. 


Evaluation  of  Functions 

'As  an  integral  part  of  the  overall  planning,    direction  and  control  of 
the  department,    the  chief  and  his  staff  should  identify  in  writing  the 
full  scope  of  the  police  department's  authority  and  responsibilities, 
as  well  as  a  detailed  description  of  the  authority  and  responsibilities 
of  each  function  in  the  department. 


To  say  merely  that  a  certain  job  is  necessary  is  not  justification  in 
itself.      There  must  be  objective  analysis  of  each  task.     Not  infrequently 
in  government  organizations,    routine  tasks  are  carried  on  without 
anyone  knowing  the  reason  why,    and  not  bothering  to  find  out.     For 
example: 

-  A  service  or  procedure  is  developed  to  fulfill  a  particular 
need.     Circumstances  that  created  the  need  change  and  the 
need  vanishes  or  is  greatly  reduced,    but  the  service  or  pro- 
cedure routinely  continues. 

-  An  individual  arbitrarily  initiates  a  procedure  without  careful 
study  to  assure  a  valid  need.      Time  changes  and  the  originator 
moves  on,    but  the  procedure  is  routinely  carried  on  without 
anyone  questioning  the  need. 

-  Like  so  many  government  agencies,    police  are  vulnerable  to 
the  situation  where  someone  in  authority  does  some  "empire 
building",    adding  new  duties  that  require  more  and  more 
personnel  to  do  the  "essential"  jobs. 

-  It  is  often  found  that  someone  is  doing  an  "essential"  job,  but 
when  it  is  stopped,  there  is  no  appreciable  or  noticeable  loss 
or  inconvenience  to  anyone. 
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The  bulk  of  these  situations  develop  through  lack  of  proper  manage- 
ment scrutiny  and  control.     It  is  a  sobering  experience  to  put  a  price 
tag  on  these  kinds  of  situations  that  are  so  easily  conceived  and 
implemented  without  an  appreciation  or  concern  for  the  ultimate 
results.      Because  employee  time  is  costly,    each  job  must  be  closely 
scrutinized  to  be  sure  that  what  is  being  done  is  really  necessary  or 
essential  and  is  done  in  furtherance  of  a  purpose  or  goal.     During 
the  survey  the  consultants  noted  situations  relative  to  manpower 
use  in  the  department  that  should  be  reviewed  and  evaluated.     For 
example: 

Two  police  officers  working  as  printers  in  the  Print  Shop  and  one 
officer  working  as  graphic  artist. 

Cannot    this  job  be  filled  by  civilian  personnel? 

Two  police  officers  in  the  Taxi  Permit  Section  doing  clerical  work. 

Why  cannot  a  clerk  be  hired  to  perform  this  work  in  order 
that  the  two  officers  can  be  released  for  outside  assignment? 


There  are  reverse  situations  where  personnel  are  badly  needed  to 
do  essential  jobs  but  are  not  provided.     For  example,    a  staff  of 
officers  is  needed  in  the  Warrant  Section  to   serve  thousands  of 
traffic  warrants.     At  this  time  the  warrants  are  not  being  served. 
The  failure  to  serve  this  backlog  of  -warrants  makes  null  and  void, 
in  a  sense,    the  efforts  of  traffic  enforcement. 


Examples  of  such  cases  require  objective  analysis,    management 
decision,    and  action. 


Each  of  these  situations,    chosen  at  random,    are  costly  to  the 

department. 


As  a  matter  of  standard  operating  procedures,    inspections  should 

be  made  at  all  levels  to  assure  that  there  is  efficient  use  of  personnel 

time. 
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Recommendations 

Conduct  an  objective  review  of  all  tasks  now  performed 
in  the  department  to  improve  efficiency  and  effectiveness 
of  individuals  and  overall  operations. 


Prepare  in  writing,    authority  and  responsibilities  of 
each  function  in  the  organization. 


Prepare  written  job  descriptions  of  each  position  in  the 
department. 
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Crime  Analysis  Center 


If  the  police  department  is  to  exercise  its  total  potential  in  fighting 
crime  on  the  streets,    current  and  complete  information  must  be 
known,    as  to  where,    when  and  what  crime  is  being  committed.      This 
requires  continuing  and  detailed  analysis  of  crime  experience  that 
the  community  suffers.      There  must  be  up   to    the  minute  information 
disseminated  to  the  field  on  crime  occurring  by  kind,    location,    time 
of  day  and  day  of  week. 


To  do  this  requires  a  well  organized  Crime  Analysis  Center.      The 
Crime  Analysis  Center  might  be  likened  to  a  "strategy  room"  of  the 
military,    where  all  information  is  channelled  for  review  and  action. 
It  is   suggested  that  it  be  set  up  under  the  direction  of  the  Research 
and  Development  Division.      This  is  found  to  be  a  workable  arrange- 
ment. 


Suitable  work  space  is  needed  because  the  operation  requires  a  room 
with  wall  space  for  pin  map  studies  and  necessary  desks,  files,  work 
tables  and  other  office  equipment. 


Copies  of  all  crime  and  arrest  reports,    and  field  interview  reports, 
should  be  channelled  to  the  Crime  Analysis  Center.     Major  crimes 
that  are  affected  by  selective  patrol  pressures,    such  as  robbery, 
burglary,    auto  theft,    car  clouts,    and  purse  snatchers,    should  be 
pinned  on  wall  maps  for  comparative  study.     Studies   should  be  made 
of  emerging  crime  patterns,    as  well  as   seeking  identities  of  criminals 
through  information  generated  by  vehicle  descriptions  and  numbers, 
personal  descriptions,    and  field  interview  data. 


It  is  suggested  that  wall  maps  of  the  city  be  set  up  in  pairs  for  each 
type  of  crime  under   study.      The  maps   can  then  be  pinned  alternately 
by  months   so  that  at  a  given  time,    there  is  no  less  than  one  month  of 
crime  experience  pinned  on  the  maps.      The  assembly,    study,    and 
evaluation  of  such  data  often  reveals  a  wealth  of  information  on  crime 
and  the  criminal  that  may  otherwise  be  overlooked. 
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From  the  mass  of  information  accumulated,    statistical  data  should  be 
evaluated  and  from  this,    information  on  crime  activities  should  be 
prepared  and  disseminated  to  the  personnel  concerned.     Experience 
has  shown  that  the  crime  analysis  operation  is  of  great  assistance 
to  the  investigators  in  locating  those  persons  guilty  of  criminal  acts. 


Initially,    an  officer  should  be  assigned  as  the  analyst  for  the  center. 
In  order  to  achieve  the  greatest  potential,    the  center  should  be  open 
seven  days  a  week,    with  hours  7  a.m.   to  2  a.m.,    staffed  with 
civilians  to  assist  the  analyst.      This  is  an  excellent  type  of  work  for 
cadets. 


At  the  present  time  the  department  does  not  have  an  organized  unit 
that  makes  in-depth  study  of  ongoing  crime  for  timely  dissemination 
to  the  patrol  and  investigative  units. 


Recommendations 

Establish  the  Crime  Analysis  Center  by  departmental 
directive  to  provide  current  and  detailed  information 
and  evaluation  of  crime  activities  in  the  city  and  to 
disseminate  such  information  to  the  Field  Divisions. 


Assign  to  Crime  Analysis  Center  one  officer,    clerical 
personnel,    and  cadets  as  needed. 
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PERSONNEL 


Sections  3.  660  and  3.  661   of  the  Charter  of  the  City  and  County  of 
San  Francisco  establishes  a  Civil  Service  Commission  composed  of 
three  members  appointed  by  the  mayor.     The  commission  is  desig- 
nated as  the  Personnel  Department  of  the  city  and  county  and  as  such, 
is  vested  with  a  full  range  of  personnel  powers  and  duties  including 
the  following: 

To  adopt  rules  to  carry  out  the  civil  service  provisions  of  the 
charter  which,    except  as  otherwise  noted  in  the  charter,    shall 
include:  applications;  examinations;  eligibility;  duration  of 
eligible  lists;  certification  of  eligible s;  appointments;  pro- 
motions; transfers;  lay-offs  or  reductions  in  force;  classifi- 
cations,  approval  of  payrolls;  and  other  such  matters  as  are 
not  in  conflict  with  the  charter. 


Under  the  rules  established  by  the  charter,    the  commission  has  es- 
tablished the  Administrative  Office  of  the  Commission  and  has  placed 
it  under  the  direction  of  a  general  manager.     Also  under  the  rules, 
the  appointing  officer  is  defined  as,  .  .  .  "The  head  of  an  organization 
unit  having  appointive  authority  within  the  organization  unit  and  the 
powers  of  a  department  head  as  described  in  Section  3.  501   of  the 
charter."     Under  this  definition,   the  chief  of  police  is  the  appointing 
officer  for  the  police  department. 
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Organization 


The  personnel  function  in  the  police  department  is  carried  out  within 
the  Personnel  and  Training  Division,    a  major  subunit  of  the  Adminis- 
tration Bureau.     The  division  is  headed  by  a  captain.     In  addition  to 
the  captain  and  his  secretary,    the  Personnel  Section  is  staffed  with 
seven  sworn  and  17  nonsworn  personnel  as  follows: 


Payroll  &        Civilian  Sworn 

Personnel     Background     Background 
Records  Invest.  Invest. 


Total 


Sergeant 

1 

1 

1 

3 

Police  Officer 

- 

1 

3 

4 

Sr.    Admin.    Analyst 

1 

- 

- 

1 

Sr.    Payroll  and 

Personnel  Clerk 

1 

- 

- 

1 

Payroll  and 

Personnel  Clerks 

6 

- 

- 

6 

Principal  Clerk 

1 

- 

- 

1 

Clerk  Typist 

2 

2 

2 

6 

Police  Cadet 

2 

- 

- 

2 

Total 

14 

4 

6 

24 

Payroll  and  Personnel  Records  Unit 

The  Payroll  and  Personnel  Records  Unit  is  supervised  by  a  sergeant. 
It  is  responsible  for  keeping  track  of  the  time  worked  by  all  personnel 
on  the  department  and  forwarding  this  information  to  the  city  payroll 
section  for  verification  and  the  printing  of  checks.     All  payroll  and 
personnel  clerks  are  engaged  in  this  activity  as  well  as  keeping 
track  of  sick  time,   vacation  time,    compensatory  time  and  overtime. 


The  administrative  analyst,    although  she  has  much  higher  qualifications, 
is  presently  engaged  in  routine  personnel  tasks  and  is  responsible  for 
the  requisitioning  of  sworn  personnel.     The  principal  personnel  clerk 
carries  out  necessary  personnel  functions  for  civilian  personnel  and 
the  clerk  typists  perform  general  office  chores  and  care  for  the  de- 
partment personnel  files.      The  cadets  assist  with  filing  and  any  other 
duties  as  may  be  required. 
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Sworn  Background  Investigation  Unit 

One  sergeant,   two  officers  and  a  clerk  are  permanently  assigned 
to  the  Sworn  Background  Investigation  Unit.     In  addition,   another 
officer  and  an  additional  clerk  are  assigned  temporarily.     Sworn 
personnel  are  generally  not  hired  until  budget  approval  is  received 
and  an  academy  class  is  scheduled.     When  this  occurs,   a  sufficient 
number  of  persons  are  hired  to  fill  out  the  class.     This  procedure 
places  a  heavy  load  on  the  background  investigators  who  are  usually 
given  a  very  limited  period  of  time  to  complete  the  investigations 
on  anywhere  from  40  to  80  persons.     During  periods  when  there  are 
no  classes  scheduled,   the  background  investigations  staff  must  seek 
out  other  activities  to  fill  in  their  time. 


Civilian  Background  Investigations  Unit 

One  sergeant  and  a  clerk  are  assigned  to  investigate  the  backgrounds 
of  civilian  personnel.     Because  of  a  recent  requirement  that  a  large 
number  of  personnel  be  hired  under  the  federally  funded  Compre- 
hensive Employment  and  Training  Act  (CETA),    one  additional  officer 
and  one  clerk  have  been  assigned.     All  civilian  employees,    including 
clerical  personnel,    are  given  a  background  check  which  is  almost  as 
comprehensive  as  that  required  for  sworn  personnel.     This  was  said 
to  be  necessary  because  of  records  security  requirements,  since  many 
clerical  personnel  have  access  to  computer  terminals  linked  to  the 
department    criminal  records  system. 


In  addition  to  civilian  background  investigations,   this  unit  also  is 
responsible  for  the  development  of  the  department  affirmative  action 
plan.     The  sergeant  in  charge  is  also  involved  in  the  training  function 
in  that  he  is  developing  a  course  for  the  training  of  investigative 
personnel. 


Evaluation 

The  personnel  and  payroll  functions  should  be  separated.     The  de- 
partment has  a  Budget  and  Accounting  Section  which  could  better 
accomodate  the  payroll  function.      The  need  for  coordination  between 
these  two  functions  was  expressed  in  situations  in  which  payroll  re- 
quests had  been  submitted  on  depleted  account  numbers,   thereby 
engendering  delays  in  the  issuance  of  checks.      This   situation  could 
be  avoided  if  accounting  controlled  the  payroll  process. 
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Once  the  payroll  function  has  been  transferred,    only  the  personnel 
function  will  remain.     The  Personnel  Unit  is  staffed  by  the  senior 
administrative  analyst,   the  principal  personnel  clerk,   the  clerk 
typists  and  the  cadets.     The  section  is  involved  in  only  clerical 
personnel  tasks.     Job  studies  and  the  development  of  position 
criteria  are  carried  out  by  the  Civil  Service  Commission. 


The  Personnel  Section  should  be  reorganized  into  two  units  under  the 
supervision  of  the  captain.     One  unit  should  be  supervised  by  a 
sergeant  and  be  accountable  for  the  conduct  of  all  background  investi- 
gations on  all  new  personnel,    sworn  and  civilian.      The  investigation 
process  is  similar  for  both  sworn  and  civilian  personnel  and  the 
addition  of  the  civilian  personnel  would  provide  the  sworn  investigators 
with  a  less  erratic  workload  level.     The  staff  should  be  sufficient  to 
carry  on  a  "routine"  number  of  investigations  and  it  should  be  tem- 
porarily augmented  in  the  event  of  sudden  workload  increases,    as 
when  a  large  number  of  personnel  are  hired  to  fill  an  academy  class. 


The  second  unit  in  the  Personnel  Section  should  handle  such  personnel 
functions  as  job  analysis  and  the  development  of  new  job  classes. 
Many  of  the  positions  in  the  department  which  are  presently  filled  by 
sworn  personnel  could  just  as  easily  and  much  less  expensively  be 
filled  by  civilians.     Such  a  position  is  the  supervisor  of  the  Personnel 
Unit.     A  personnel  analyst  would  be  much  more  qualified  to  manage 
the  Personnel  Unit  than  a  police  sergeant  and  could  be  employed  at 
a  substantial  reduction  in  total  salary.     Similarly,   the  administrative 
analyst  should  be  released  from  her  clerical  duties  and  assigned 
tasks  more  in  keeping  with  her  qualifications  and  her  salary. 


Reorganization  of  the  Personnel  Section  as  suggested  would  group 
similar  tasks  together,    more  effectively  utilize  the  administrative 
analyst  and  release  two  sergeants  for  assignment  to  field  duties. 


Recommendations 

Assign  the  payroll  function  and  its  attendant  personnel 
to  the  Budget  and  Accounting  Section. 
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Recommendations  (continued) 

Reorganize  the  Personnel  Section  into  two  units; 

a  Personnel  Unit  and  a  Background  Investigation  Unit. 


Assign  the  Background  Investigation  Unit  the  responsi- 
bility for  the  conduct  of  all  background  investigations, 
sworn  and  civilian. 


Staff  the  Background  Investigation  Unit  with  a  sergeant 
and  sufficient  personnel  to  maintain  a  "normal"  work- 
load level.     Augment  the  staff  with  temporarily  assigned 
personnel  for  peak  workloads. 


Assign  a  personnel  analyst  to  head  the  proposed 
Personnel  Unit. 


Reassign  the  two  sergeants  released  by  the  proposed 
organization  to  appropriate  duties  for  sworn  supervisors. 
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Recruit  Selection  Standards 

Basic  requirements  of  the  police  applicant  are  as  follows: 

Age:       18-35  years.      (Applicants  between  18  and  21  years 
who  score  high  enough  on  the  examination  may  be 
employed  as  a  police  cadet.  ) 

Citizenship:  U.S.    required 

Residence:  Must  have  resided  within  the  city  for  at  least  one  year. 

Education:  GED  or  high  school 

Height /Weight:  In  proportion  -  no  stated  limits 

Vision:  20/100  cor  to  20/30 

Hearing:  Within  normal  limits 

Other:  Ability  to  pass  required  medical  examination 


Applicants  who  meet  the  basic  requirements  must  then  take  a  written 
examination  (weighted  100%  in  the  examination  process).     For  those 
who  pass  the  written,   there  is  a  pass/fail  oral  examination  and  a 
physical  agility  examination  (also  pass/fail).      Polygraph  examinations 
are  utilized  whenever  a  candidate  has  made  statements  on  the  personal 
history  statement  which  cannot  be  substantiated  or  are  in  conflict 
with  information  obtained  in  the  background  investigation.     There  is 
no  psychological  examination  and  veteran's  preference  is  no  longer 
given.     The  medical  examination  is  not  given  until  after  the  back- 
ground investigation  has  been  completed. 


The  names  of  those  who  pass  the  examination  are  placed  on  an 
eligible  list  which  is  normally  in  effect  for  four  years.     According 
to  the  charter  provision  governing  the  list,    it  may    be  eliminated  at 
the  end  of  two  years.     However,   the  charter  also  provides 
(Section  8.  330)  that  an  automatic  expiration  date  may  be  stated  in 
the  scope  circular  announcing  the  position,    anywhere  between  two 
and  four  years  after  the  list  has  been  established.     In  practice,  eligible 
lists  are  allowed  to  continue  in  effect  throughout  the  entire  four -year 
maximum  period. 
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After  appointment,    each  recruit  must  serve  a  one-year  probationary- 
period.     The  department  has  recently  initiated  a  training  officer 
program  under  which  recruit  performance  is  evaluated  daily  during 
the  course  of  the  14-week  program. 


Evaluation 

The  practice  of  giving  examinations  only  every  four  years  is  inimical 
to  the  interests  of  the  city  in  hiring  capable  personnel,    who  not  only 
want  to  go  to  work  as  quickly  as  possible,   but  who  will  soon  be  assimi- 
lated by  other,   more  responsive  areas  of  government  or  business  if 
employment  opportunities  with  the  police  department  are  protracted 
unreasonably.     An  examination  process  which  provides  for  testing  on 
a  continuous,    regular  basis  should  be  initiated.     Employment  lists 
generated  thereby  should  be  integrated  with  previously  existing  lists 
and  each  name  on  the  list  should  be  affixed  with  the  date  it  was  en- 
tered,  thereby  providing  a  means  of  control  and  purging.     Hand- in- 
hand  with  such  a  testing  process,   there  should  be  an  active  continuing 
recruiting  effort. 


Police  officers  are  generally  hired  from  a  relatively  restricted  age 
group.     In  the  four  or  five  years  that  it  takes  to  establish  and  run 
out  an  eligible  list  in  San  Francisco,   the  city  may  be  denied  the 
services  of  a  significant  number  of  highly  qualified  persons  in  the 
current  generation  of  eligibles.     Even  on  the  current  list,    it  is  said 
that  as  the  list  grows  older,    many  of  the  personnel  on  it  (especially 
the  most  highly  qualified  personnel)  obtain  other  employment  oppor- 
tunities or  move  out  of  the  area,   thereby  eliminating  their  services 
as  candidates.     Once  these  persons  have  been  eliminated  from  the 
existing  pool  of  available  talent,   they  can  never  be  recovered  and 
in  the  end,    it  is  in  the  quality  of  police  service  that  the  final  price 
is  paid. 

The  citizenship  requirement  for  new  police  officers  is  unconstitutional. 
In  February  1977,   the  9th  U.  S.    Circuit  Court  of  Appeals  struck  down 
as  unconstitutionally  invalid  California  Government  Code  Section  1031(a), 
which  required  United  States  citizenship  as  a  requisite  to  peace  officer 
status.    The  only  other  legal  requirement  that  aliens  could  not  be  peace 
officers   (a  prohibition  that  aliens  could  not  possess  concealable  fire- 
arms) has  been  deleted  from  the  most  recent  amendment  to  Penal  Code 
Section  12021. 
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There  still  may  be  circumstances  which  prohibit  the  hiring  of  an 
alien  as  a  peace  officer.     For  example,   the  fact  that  the  applicant's 
personal  history  cannot  be  checked  because  of  the  former  govern- 
ment's restrictions.     However,   the  elimination  of  noncitizens  as 
applicants  should  be  based  on  practical,    rational  grounds,    as  with 
other  applicants,   and  not  on  legal  restrictions. 


It  is  suggested  that  the  one-year  residence  requirement  within  the 
City  of  San  Francisco  as  a  condition  for  the  hiring  of  police  officers 
be  eliminated.  The  city  should  seek  the  most  qualified  person  to 
serve  rather  than  establish  an  artificial  barrier  to  inhibit  the  se- 
lection process.  Mere  circumstances  of  address  should  not  be  a 
factor  for  selection.  It  is  recognized  that  some  personnel  practice 
recommendations  may  require  charter  amendments. 


Recommendations 

Eliminate  the  U.  S.    citizenship  requirement  for  police 
applicants. 


Eliminate  the  one -year  residence  requirements  within 
the  City  of  San  Francisco  for  hiring  police  officers. 


Conduct  testing  for  new  police  officers  on  a  continuous, 
regular  basis. 


Combine  eligible  lists  and  date  each  name  on  the 
resulting  integrated  list. 


Eliminate  names  from  the  list  after  a  period  of  two  years, 
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Conditions  of  Service 


The  City  of  San  Francisco  has  its  own  retirement  plan.     Officers  with 
25  years  of  service  may  retire  upon  attaining  5  0  years  of  age  and  must 
retire  at  age  65.     Maximum  benefit  under  the  plan  was  recently  re- 
duced from  75%  to  70%  for  those  just  entering  the  system. 


All  overtime  is  compensated  at  a  straight  time  rate.     Two  hours  of 
overtime  is  granted  for  pistol  range  practice.     Overtime  up  to  160 
hours  may  also  be  accumulated  and  used  as  time  off  at  the  discretion 
of  the  officer.     Four  hours  of  overtime  is  granted  to  officers  who 
must  attend  court  during  their  off-duty  hours.     Two  hours  of  over- 
time is  granted  if  he  is  placed  on  "standby"  for  court. 


Ten  working  days  vacation  is  granted  each  year  for  those  personnel 
having  between  one  and  five  years  service.     Fifteen  days  are  granted 
for  those  who  have  from  six  to  1  5  years  service  and  20  days  are 
granted  to  those  with  over  15  years  service.     In  addition,   there  are 
12  annual  holidays.     However,   the  employeee  may  be  compensated 
for  these  at  straight  time  at  the  discretion  of  the  employer. 


Sick  leave  is  accumulated  at  the  rate  of  1  0  days  per  year.     Employees 
may  accumulate  up  to  six  months  after  which  time,    it  is  lost.     Sick 
time  is  "repurchased"  by  the  city  up  to  a  maximum  of  six  months 
whenever  an  officer  retires  or  resigns.     In  present  practice,    when- 
ever the  city  makes  such  a  payment,    it  requires  that  the  department 
defer  the  hiring  of  a  replacement  until  an  equivalent  period  of  time 
has  elapsed  to  that  for  which  the  departing  employee  has  received 
payment. 


The  city  pays  for  group  health  insurance  for  the  employee  only.     No 
uniform  allowance  is  provided,,     However,    uniform  replacements 
are  provided  at  no  cost,    whenever  necessary.     The  patrolman's  pay 
schedule  is  in  four  steps,   the  first  step  when  hired  and  subsequent 
steps  at  the  end  of  each  year  until  the  top  step  is  reached.     Officers 
assigned  to  motorcycle  duty  are  assigned  a  $105  per  month  bonus. 
This  is  the  only  special  duty  or  incentive  pay  which  is  granted. 
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Evaluation 

The  current  practice  of  not  filling  a  position  until  after  a  period  of 
time  equivalent  to  that  which  the  departing  member  was  paid  for  his 
accumulated  sick  leave  works  a  hardship  on  the  department.     In  1976, 
133  persons  of  all  ranks  were  retired  from  the  police  department. 
(This  number  does  not  include  resignations.  )    While  it  is  not  known 
exactly  how  much  time  was  lost  to  the  department  because  of  the  sick 
leave  policy,    it  may  be  fairly  assumed  that  the  figure  was  significant. 
The  sick  leave  payment  policy  should  be  evaluated  in  light  of  common 
personnel  practice  in  other  large  cities  in  the  state.     If  accumulated 
sick  leave  is  to  be  paid,   the  policy  should  be  adjusted  to  permit  pay- 
ment without  penalizing  the  department.     The  annual  cost  of  sick  leave 
repurchase  should  be  projected  for  each  year,    based  upon  anticipated 
retirements,    and  an  amount  should  be  included  in  the     annual  budget 
to  cover  the  cost  without  reducing  personnel. 


Recommendation 

Discontinue  the  practice  of  not  filling  a  position  until 

a  period  of  time  has  elapsed  equivalent  to  that  for  which 

the  previous  incumbent  was  reimbursed  for  sick  time. 
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Overtime  Policy 

Overtime  is  accumulated  whenever  a  department  member,    while  he 
is  off  duty: 

-  Attends  court  (4  hours  awarded) 

-  Is  placed  "on  call"  for  court  (2  hours  awarded) 
Attempts  to  qualify  at  the  range  (2  hours  awarded) 

-  Or  is  required  to  work  under  any  other  circumstances  in 
,     addition  to  his  regular  duty  hours. 


Overtime  is  either  paid  at  "straight  time"  or  may  be  allowed  to  ac- 
cumulate to  a  maximum  of  160  hours  which  the  employee  may  take 
as  additional  time  off  at  his  discrection  and  with  the  approval  of  his 
division  commander.     After  160  hours  is  accumulated,    overtime  is 
automatically  paid. 


Each  montb  the  Patrol  Division  commander  assigns  overtime  to  the 
patrol  districts  based  on  predetermined  required  levels  of  service 
and  anticipated  departures  from  these  levels  caused  by  vacations, 
holidays,    and  special  details  such  as  guard  duty  at  supervisors'  resi- 
dences.    The  patrol  districts  "use  up"  this  allotment  in  additional 
work  days  for  their  personnel.     However,    even  after  the  allotment 
is  expended,    overtime  may  be  granted  to  complete  an  investigation 
or  finish  a  report. 


The  department  has  not  maintained  either  strict  controls  or  compre- 
hensive records  with  respect  to  overtime  accumulation.     No  over- 
time study  has  been  conducted  and  it  is  not  known  how  much  overtime 
is  actually  worked  during  the  year  or  how  much  of  it  can  be  attributed 
to  what  reason  (other  than  holidays). 
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Evaluation 

If  the  department  is  to   properly    analyze  overtime  work  and  seek  to 
control  it,    it  must  first  establish  adequate  records.     Adequate  over- 
time records  should  give  the  department  the  ability  to  determine  not 
only  what  activities  are  occasioning  overtime  but  what  divisions, 
sections  and  individual  officers  are  performing  the  overtime  work. 
Records  for  the  individual  and  for  the  department  should  disclose  how 
many  hours  an  officer  worked  during  a  given  year,   how  many  hours 
were  reimbursed  with  pay,   how  many  hours  were  reimbursed  with 
time  off,    and  how  many  total  hours  remain  accumulated  on  the  books. 
If  properly  maintained,    such  records  may  disclose  whether  or  not 
particular  sections  or  divisions  are  lax  in  controlling  overtime  and 
whether  certain  individuals  are  working  excessive  amounts  of  over- 
time.    Thorough  analysis  and  investigation  may  reveal  supervisory 
weaknesses  and  possible  abuse  of  overtime  reimbursement. 


Many  police  agencies  have  established  policies  in  conjunction  and 
cooperation  with  district  attorneys  which  have  materially  reduced 
overtime  compensation  due  to  court  appearances.     The  department 
should  inititate  discussion  with  the  staff  of  the  district  attorney 
which  would  result  in  a  system  which  identified  cases  which  would 
not  go  to  court.     Careful  prehearing  screening  by  the  police  depart- 
ment and  the  District  Attorney's  Office  can  eliminate  unnecessary 
witnesses.      Liaison  between  the  two  departments  can  also  identify 
last  minute  case     cancellations      and  officers  already  subpoenaed  to 
appear  on  cases  on  the  following  day  can  be  cancelled  by  personal 
or  telephone  notification. 


The  policy  of  allowing  officers  to  accumulate  overtime  to  be  taken 
later  as  compensatory  time  off  should  be  rescinded.     Such  a  policy 
requires  that  the  department  eventually  hire  more  officers  than  it 
really  requires  in  order  to  provide  coverage  when  officers  finally 
elect  to  take  the  time  off.     When  new  officers  are  requred  for  this 
purpose,    not  only  must  their  salaries  be  paid,   but  an  additional 
73%  must  be  budgeted  for  fringe  benefits  for  each  officer.      Over- 
time that  is  set  aside  to  be  taken  off  at  a  later  date  can  also  be 
easily  overlooked  by  management.     If  overtime  costs  must  be  paid 
in  cash  each  month,    they  become  very  apparent  very  quickly  and 
management  is  forced  to  investigate  their  costs  and  attempt  to 
abate  them. 
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Re  c  ommendations 


Maintain  and  analyze  records  of  overtime  work. 


Actively  seek  a  cooperative  arrangement  with  courts 
personnel  to  streamline  procedures  to  eliminate 
unnecessary  court  time. 


Pay  for  overtime  worked  in  cash  and  rescind  the 
policy  which  allows  accumulation  of  overtime 
worked  to  be  used  later  as  compensatory  time  off. 


Promotion 


Promotion  in  the  police  department  is  controlled  by  Charter  Sections 
3.  530  to  5.  534  and  Section  8.  327.     Section  3.  533  governs  the  pro- 
visions for  appointment  to  all  civil  service  exempt  positions  except 
inspectors  and  assistant  inspectors,    which  are  governed  by  Section 
3.534. 


Civil  Service  Appointments 

All  civil  service  appointments  are  governed  by  Charter  Section  8.327. 
Specific  requirements  of  this  section  are  as  follows: 

All  promotions  shall  be  made  from  the  next  lower 
service  rank. 

All  promotional  examinations  shall  be  written. 

Up  to  fifteen  percent    of  all  total  credits  obtainable 
under  any  promotive  examination  shall  be  allowed 
for  seniority  of  service. 

Six  percent  shall  be  allowed  each  applicant  for  a 
clean  record  in  the  department. 
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Seniority  and  clear  record  credit  shall  be  added  to 
the  credit  obtained  by  the  applicant  on  the  written 
portion  of  the  examination  to  determine  his  place  on 
the  eligible  list. 

Questions  asked  or  problems  given  in  promotional 
examinations  shall  be  related  to  material  taken  from 
a  bibliography  provided  bythe  Police  Commission  in 
consultation  with  the  Civil  Service  Commission  and 
provided  not  less  than  six  months  prior  to  an  examination. 


A  "clear  record"  is  determined  by  whether  or  not  an  officer  has 
in  the  past  ten  years  been  found  guilty  of  charges  by  the  Police 
Commission  or  been  given  a  "chief's  suspension".      Points  are 
deducted  on  the  basis  of  the  severity  of  the  punishment  meted  out. 


Charter  Section  3.661(b)  requires  the  Civil  Service  Commission  to 
investigate  the  conduct   and  actions  of  appointees  in  all  positions 
and  secure  records  of  service  for  promotions  and  other  purposes. 
However,    Section  8.  327  by  requiring  that  police    examinations, 
"shall  be  entirely  of  a  written  character",    effectively  excludes 
consideration  of  any  experience,    education  or  personal  attributes 
which  cannot  be  covered  on  a  written  examination. 


Evaluation 

Under  the  existing  promotional  system  for  civil  service  appointments, 
education  and  experience  are  discounted  in  favor  of  longevity  on  the 
job  and  the  ability  to  memorize  and  recite  information  from  limited 
sources.     A  total  reliance  on  written  tests  such  as  used  in  the  police 
promotional  process  is  usually  based  on  the  assumption  that  such  tests 
are  infallible.     In  fact,    even  the  most  perfectly  designed  tests  only 
measure  a  sample  of  aptitudes  or  knowledge.     Whenever  the  know- 
ledge tested  is  restricted  to  a  few  books  which  are  known  in  advance, 
the  promotional  process  is  reduced  to  little  more  than  an  exercise 
in  rote. 


Written  tests  provide  one  method  of  sampling  aptitudes  or  knowledge. 
They  may  be  particularly  valuable  in  determining  that  an  elementary 
level  of  understanding  exists,    as  with  new  personnel,    or,    as  in  the 
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case  of  sergeants'  examinations,  to  reduce  a  large  base  of  poten- 
tially qualified  applicants  to  a  manageable  number  who  may  be  con- 
sidered for  further  testing,     However,    in  promotional  testing,    the 
department  should  also  rely  on  comparisons  of  previous  education, 
training  and  experience;  and  comparisons  of  performance  within  the 
organization.     This  is  particularly  true  with  regard  to  selection  for 
managerial  and  executive  positions. 


The  most  regressive  article  of  the  department's  promotional  policy 
is  its  heavy  emphasis  on  seniority  in  promotional  examinations. 
Perhaps  no  policy  is  so  destructive  of  the  merit  principle  as  is  a 
strong  reliance  on  seniority.     "With  regard  to  seniority,    O.  Glen  Stahl 
notes: 

"One  need  only  observe  those  organizations  that  have 
been  traditionally  seniority  ridden  -  both  public  and 
private  -  to  see  th  contrast  with  those  in  which  excellence 
ranks  higher  than  durability.      Lack-lustre  operations, 
absence  of  creativity  and  responsiveness  to  change, 
avoidance  of  responsibility,    disdain  for  the  client  and 
other  members  of  the  public  -  These  are  the  earmarks 
of  the  organization  that  has  succumbed  to  seniority 
as  a  guiding  principle.  .  .    It  is  the  duty  of  every  thinking 
government  executive  to  stand  fast  against  the  erosion 
of  quality  that  is  the  inevitable  consequence  of  reliance 
on  the  easy  road  of  seniority".  * 


There  is  some  evidence  of  the  observations  noted  by  Stahl  within 
the  San  Francisco  Police  Department.     The  department  should  make 
a  major  effort  to  change  its  promotional  process  to  de-emphasize 
seniority  and  place  more  emphasis  on  the  information  which  it  has 
accumulated  on  each  person  during  his  tenure  on  the  department. 
Valid  qualifications  appraisal  interviews  can  be  structured  to  the 
point  that    they  can  provide  systematic  comparisons  of  relevant 
experience  and  past  performance  within  the  organization. 


*0.    Glen  Stahl,    The  Personnel  Job  of  Government  Managers.    Chicago: 
International  Personnel  Management  Association,    1971.    p 
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Recommendations 

Initiate  and  seek  support  for  charter  changes  which  would 
permit  qualifications  appraisal  interviews  as  part  of  the 
selection  process  for  all  sworn  promotional  positions. 


Seek  charter  changes  which  would  eliminate  or  greatly 
reduce  the  weight  given  to  seniority  on  promotional 
examinations . 


Bureau  of  Inspectors  Appointments 

Appointments  to  the  Investigation  Bureau  are  made  at  the  assistant 
inspector  level  by  a  written  and  oral  examination  process.     The 
process  is  encoded  in  Charter  Section  3.  534.     Although  the  section 
discusses  assignment  to  the  bureau  as  a  noncivil  service  assignment, 
it  is  made  clear  that  all  civil  service  protections  apply,    and  once  he 
has  completed  probation,    an  inspector  may  be  returned  to  his  civil 
service  rank  only  if  he  is  found  guilty  of  an  offense. 


Evaluation 

The  system  of  transfer  to  and  from  the  Investigation  Bureau  is  not 
sufficiently  flexible  to  meet  the  needs  of  the  department.     It  is 
presently  possible  for  an  officer  to  be  appointed  as  an  inspector  and, 
eventually,    make  lieutenant  without  ever  having  supervised  personnel 
or  been  subject  to  any  supervisory  training.     Contrarily,    a  patrol 
officer  may  be  appointed  as  a  sergeant,    go  from  there  to  a  lieutenant 
and  perhaps  be  assigned  a  position  as  a  middle  manager  in  the  Inves- 
tigation Bureau  without  ever  having  had  any  investigative  experience. 


In  order  to  provide  greater  assignment  flexibility,    it  is  suggested 
that  the  rank  of  inspector  be  discontinued  and  that  all  inspectors  be 
awarded  the  rank  of  sergeant.      This  would  provide  a  broader  base  for 
assignment  and  would  break  the  barrier  which  presently  denies  the 
inspectors  and  the  sergeants  an  opportunity  to  gain  the  experience 
in  both  categories  of  employment  which  is  necessary  for  promotion 
to  higher  rank.      The  suggested  change  would  not  affect  budget  allo- 
cations inasmuch  as  the  pay  schedules  for  the  two  positions  are 
the  same. 
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All  future  appointments  as  an  investigator  should  be  made  from  the 
sergeants'  list  or  from  sergeants  on  patrol  who  are  in  need  of  in- 
vestigative experience.     All  sergeants  who  have  not  attended  a  POST 
Supervisory  Course  should  be  required  to  do  so. 


The  rank  of  assistant  inspector  should  also  be  discontinued.     Those 
personnel  presently  assigned  as  assistant  inspectors  should  be  per- 
mitted to  continue  in  their  present  assignment  until  they  attain 
the  rank  of  sergeant  or  until  they  are  eliminated  by  a  process  of 
attrition. 


The  development  of  a  system  of  assignment  to  the  Investigation  Bureau, 
such  as  is  outlined  here,    in  conjuction  with  the  use  of  qualifications 
appraisal  panels  as  part  of  the  promotional  process,   will  permit  the 
development  of  experienced  managers  for  the  positions  of  lieutenant 
and  above,   and  at  the  same  time,   provide  the  flexibility  needed  to 
utilize  department  supervisors  as  need  indicates. 


Recommendation 

Seek  a  revision  in  City  Charter    Section  3.  534  to  accom- 
modate the  following  changes: 

Discontinue  the  rank  of  inspector. 

Appoint  all  those  persons  presently  holding 
the  rank  of  inspector  as  police  sergeants. 

Discontinue  the  rank  of  assistant  inspector. 

Permit  personnel  presently  holding  the  rank 
of  assistant  inspector  to  retain  their  rank  until 
they  are  promoted  or  otherwise  leave  by  attrition. 
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Temporary  Promotional  Appointments 


The  existing  civil  service  eligible  list  for  the  position  of  police 
sergeant  was  challenged  in  court  by  minority  officers,    and  the  appoint- 
ment of  supervisors  from  the  list  has  been  frozen  until  the  case  is 
resolved.     In  the  interim,    the  department  has  appointed  approximately 
35  "temporary  sergeants.  "     Temporary  sergeants  are  appointed 
strictly  on  the  basis  of  seniority.     They  may  not  have  passed  a  ser- 
geant's examination,    or  for  that  matter,    may  never  even  have  taken 
the  examination. 


Temporary  sergeants  are  given  no  training.     However,    it  is  said 
that  most  temporary  sergeants  who  have  been  appointed  are  on  the 
verge  of  retirement  and  that  none  will  ever  be  a  sergeant  for  more 
than  one  year;  therefore,   the  department  will  never  be  out  of  com- 
pliance with  POST  Training  Regulations.     No  one  refuses  one  of  these 
sergeant's  appointments,    because  once  an  officer  has  spent  some 
time  as  a  sergeant,   he  can  retire  at  the  next  lower  rank,   which  in 
San  Francisco  is  assistant  inspector,    a  rank  carrying  a  higher  salary 
level  than  police  officer. 


Evaluation 

To  do  his  job  properly,    a  supervisor  must  be  capable  of  supervising. 
His  promotion  to  that  position  should  come  about  primarily  on  the 
basis  of  ability.     The  present  practice     of   appointing  temporary 
sergeants  has  had,    and  continues  to  have,    ill  effects  on  the  department. 


The  most  serious  problem  caused  by  temporary  promotions  is  the 
lack  of  respect  engendered  in  many  officers  for  supervisors  in  the 
department  and  for  the  integrity  of  the  system.     Incidents  were  re- 
lated in  which  temporary  supervisors,    who  attempted  to  take  their 
rank  seriously,    were  pointedly  reminded  by  subordinate  officers  of 
how  the  rank  was  obtained  and  what  it  was  worth.      Usually,   these 
incidents  do  not  occur,    because  the  temporary  supervisor,   himself, 
knows  that  his  authority  is  suspect  and  makes  no  attempt  to  exert  it. 
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Temporary  appointments  should  not  be  offered  on  the  present  seniority 
basis.  If  temporary  appointments  must  be  made,  they  should  be  made 
in  ranking  order  from  the  existing  sergeant's  list. 


Recommendations 

Eliminate  the  practice  of  appointing  temporary 
supervisors  by  seniority. 


If  temporary  supervisors  must  be  appointed,  appoint 
them  by  ranking  order  from  the  existing  promotional 
list. 


Personnel  Records 


Personnel  files  are  maintained  in  folders  within  locked  filing  cabinets 
in  a  locked  room  in  the  Personnel  Section.     These  files  contain  per- 
formance reports,    commendations,    sick  and  injury  records  and 
records  of  sustained  formal  disciplinary  actions.     Requests  for  trans- 
fers and  assignments  are  maintained  on  a  5  x  7  card  in  a  separate 
file  (personnel  orders  initiating  the  transfer  are  retained  in  the  per- 
sonnel file).     Background  investigations  are  maintained  in  separate, 
locked  files,    and  training  records  are  maintained  by  the  Training 
Section.     Disciplinary  cases  which  resulted  in  other  than  formal 
discipline  or  which  were  unsustained  are  maintained  by  the  Internal 
Affairs  Division.     Personnel  folders  are  not  divided  into  separate 
sections  and  are  never  purged.     Commendations  are  also  maintained 
in  separate  personnel  files  kept  in  the  district  stations.     These  files 
also  contain  sick  and  injury  records  and  other  personnel  records 
which  duplicate  those  kept  in  the  Personnel  Section. 


Evaluation 


Inspection  of  the  background  investigation  files  and  selection  pro- 
cedures indicate  that  POST  minimum  standards  are  being  complied 
with.     There  is   no  valid  reason  for  keeping  two  separate  sets  of  per- 
sonnel files.     The  files  at  the  district  stations  were  found  to  be  full 
of  extraneous  material  which  had  no  value  to  the  department  and 
little  to  the  officer.     District  personnel  files  should  be  called  in  and 
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reviewed  by  the  Personnel  Section.     Information  which  is  of  value 
and  is  not  duplicative  of  information  already  maintained,    should 
be  retained  and  made  part  of  the  Personnel  Section  files.     Other 
material  should  be  returned  to  the  officer  to  dispose  of  as  he  wishes. 
The  files  in  the  Personnel  Section  should  be  separated  into  sections 
for  ease  of  locating  information  and  regularly  purged  of  unneeded 
information. 


Recommendations 

Discontinue  the  maintenance  of  personnel  files  at 
district  stations. 


Sectionalize  the  personnel  folders  for  ease  of  infor- 
mation retrieval. 


Vacations 


At  the  end  of  each  year,   the  Police  Commission  issues  a  permanent 
order  which  announces  the  vacation  period  for  the  following  year. 
The  vacation  period  generally  runs  from  January  1  to  December  31. 
The  selection  of  vacation  periods  is  made  on  the  basis  of  depart- 
mental seniority  in  rank  within  the  division  to  which  the  member  is 
assigned. 


Vacations  may  be  split  or  taken  on  an  intermittent  daily  basis  with 
the  approval  of  the  member's  division  commander;  provided,    however, 
that  any  member  who  is  entitled  to  five  or  more  working  days  shall 
take  at  least  five  days  at  one  time  annually. 


Evaluation 

To  maintain  a  stable  working  force,    vacations  must  be  scheduled 
throughout  most  of  the  year,    particularly  in  the  field  divisions  where 
large  numbers  of  personnel  are  working.     For  these  divisions  it 
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is  also  best  not  to  grant  vacations  during  the  month  of  December 
because  of  the  holiday  build-up  in  personnel  needs.     Implementation 
of  vacation  scheduling  should  be  done  with  a  written  directive  from 
the  office  of  the  chief.     Unless  vacation  scheduling  is  controlled  by 
the  administration,   there  is  a  tendency  for  division  level  command 
to  permit  too  many  employees  to  take  vacations  at  the  prime  time. 
As  a  result  the  department  will  be  short  handed.     No  one  can  deny 
the  satisfactions  of  a  choice  vacation  period,  but  the  obligations  of 
the  department  have  first  priority.     Vacations  must  be  scheduled 
in  recognition  of  this  fact. 


Recommendations 

Issue  a  departmental  directive  establishing  formal 
procedure  for  vacations  for  all  personnel  in  the 
department. 


Spread  vacation  periods  throughout  most  of  the  year 
to  assure  equitable  personnel  availability. 


3-80 


Career  Development 


Career  is  defined  as  "a  profession  for  which  one  trains  and  which 
is  undertaken  as  a  permanent  calling"  and  "a  course  of  continued 
progress".      Police  employees  cannot  look  forward  to  rapid  advance- 
ment within  the  police  profession  because  of  the  limited  number  of 
ranking  positions  in  most  police  departments.     Other  areas  that   may 
repress  the  development  of  a  sound  career  program  within  the  police 
agencies  are  lack  of  in-service  training  and  education  programs. 


In  the  development  of  a  sound  career  program,   management  has  a 
responsibility  to: 

1.       Identify  key  managerial  and  professional  positions  in  which  the 
need  for  replacement  can  be  reasonably,  anticipated  over  the 
next  few  years. 


2.       Assess  the  available  manpower  in  the  department  to  determine 
whether  competent  personnel  are  available  to  fill  such  positions 
as  they  are  needed. 


3.       Determine  what  is  required  to  develop  competent  personnel  to 
meet  the  needs  of  the  organization. 


Police  organizations  traditionally  have  been  content  to  leave  the 
problem  of  executive  replacements  to  a  casual  haphazard  kind  of 
personnel  management  procedure. 


A  well  thought  out  formalized  and  documented  program  of  career 
development  is  the  best  way  to  meet  the  need.      The  career  develop- 
ment program  may  be  the  only  way  to  provide  qualified  management 
personnel.      Present  employees  with  potential  have  strong  reasons 
to  stay  if  they  know  they  can  look  forward  to  the  opportunity  of  a 
long-range  progressively  advancing  career.     Young  applicants  with 


talent  are  often  as  much  attracted  by  fine  career  opportunities  as 
they  are  by  initial  financial  incentive.     The  cost  of  a  career  develop- 
ment program  is  less  than  the  cost  of  the  alternatives.     The  police 
department  has  a  considerable  investment  in  each  employee.     The 
investment  is  lost  if  he  or  she  leaves  prematurely. 


Management  Personnel  Needs  (Human  Resource  Planning) 

Thought  should  now  be  given  to  determine  the  future  needs  for 
management  personnel.     A  program  should  be  set  up  in  which  possible 
candidates  for  top  management  positions  for  the  future    could  now  be 
identified,   and  those  officers  selected  trained  for  leadership  roles 
in  the  department. 


The  future  success  of  the  department  depends  on  the  quality  of  its 
leadership.     Management  is  much  too  important  to  leave  to  luck  or 
coincidence.      The  department  should  project  long-range  personnel 
needs  for  the  police  department  for  positions  of: 

Chief 

Deputy  Chief 
Supervising  Captain 
Captain 
Lieutenant 


In  determining  future  personnel  needs  for  management,    such  questions 
as  the  following  should  be  asked: 

"What  is  an  expected  date  of  retirement? 

Have  potential  replacement  candidates  been  identified? 

What  is  now  being  done  to  upgrade  the  top  level  management 
capability  of  potential  candidates? 

What  education  and  experience  levels  will  be  required  of 
candidates? 

Does  the  department  have  sufficient  qualified  candidates,    or 
will  lateral  entry  from  outside  be  necessary  for  replacements? 
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Educational  Incentive  Program 

A   positive  step  toward  career  development  is  the  educational  incentive 
program,    where  salary  increases  relate  to  educational  achievement 
and  police  experience.     Educational  levels  continue  to  rise  within  the 
community  at  large.      Police  officers,    no  less  than  other  community 
members,    should  be  expected  to  be  able  to  communicate  with  and  un- 
derstand the  problems  of  the  community  in  which  they  live  and  work. 
No  longer  is  it  sufficient  to  expect  social  problems  to  subside  by 
merely  ordering  those  involved  in  them  to  desist.     Todays  police 
officer  must  instead  be  armed  with  at  least  a  knowledge  of  the  answers 
which  society  has  evolved  to  impact  urban  problems.     He  must  be  able 
to  exercise  judgement  as  to  the  specific  nature  of  the  problems  he  en- 
counters and,    if  necessary,    make  referrals  to  agencies  better  pre- 
pared to  provide  solutions  than  he  is.     California  police  departments 
have  taken  a  significant  lead  in  developing  educational  incentive  programs. 
San  Francisco  should  provide  incentives  to  its  personnel  to  similarly 
improve  their  educational  levels. 


Evaluation 

The  San  Francisco  Police  Department  presently  has  none  of  the 
programs  mentioned  here.      There  is  no  career  development  program; 
there  is  no  attempt  to  identify  future  management  personnel  needs;  and 
there  is  no  educational  incentive  program.     Some  of  the  reasons  ad- 
vanced by  department  personnel  for  not  being  involved  in  these  pro- 
grams were  that  career  development  programs  and  educational  in- 
centives smacked  of  favoritism  and  were  not  favored  by  the  rank  and  file. 


Career  development  does  tend  to  favor  those  personnel  whose  perfor- 
mance,   education  and  experience  have  marked  them  as  being  worthy 
of  the  investment  of  additional  resources.     Also,    educational  incentives 
are  only  provided  to  those  who  have  attained  the  requirements  for 
their  award.     However,   those  officers  whose  education  and  performance 
show  promise  should  be  given  assignments  that  will  enhance  their  over- 
all knowledge  and  ability.      Police  management  fails  in  one  of  its  primary 
responsibilities  if  active  effort  is  not  made  to  develop  these  future 
leaders. 
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Present  personnel    practices  on  the  department  discourage  individual 
initiative  and  risk  taking,    and  reward  noninvolvement  and  maintenance 
of  the  status  quo.     This  situation  must  be  reversed  if  the  department 
is  to  obtain  the  human  resources  it  needs  to  cope  with  the  present 
challenges  of  crime  in  the  city. 


Recommendations 

Establish  a  department  career  development  program. 

a.  Identify  the  department's  future  leaders. 

b.  Make  internal  assignments  on  a  basis  designed  to 
enhance  career  development. 

Establish  an  educational  incentive  program. 
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Secondary  Employment 


Secondary  employment  in  the  police  department  is  controlled  by 
Permanent  Order  #2,    dated  June  29,    1965  as  amended  in  Permanent 
Order  #4,    dated  July  7,    1966  and  Permanent  Order  #16,    dated 
August  2,    1972.      Basic  provisions  require  approval  of  the  chief  on 
an  annual  basis  for  each  secondary  employment  position  held.     Re- 
strictions include  working  at  secondary  employment  positions  while 
on  sick  or  disability  leave,    or  while  on  annual  leave  with  pay. 
Section  4(a)  of  the  order  states  that  secondary  employment  shall   be 
disapproved: 

a)  Where  the  member's  official  position  might  be  used  to 

serve  private  interests,    or  the  nature  of  his  employment 
would  or  might  cause  the  member  to  use  his  police  uni- 
form,   star,    or  other  police  equipment  or  police  powers 
in  connection  with  the  duties  of  the  secondary  employment. 


Despite  this  wording,    secondary  employment  in  "security"  jobs  which 
do  not  require  the  wearing  of  the  uniform  is  permitted  and  several 
of  the  officers  were  said  to  be  employed  as  "police  tellers"  in  local 
banks  (a  job  in  which  the  officer  was  expected  to  take  police  action  in 
criminal  situations),   while  other  officers  held  similar  plain  clothes 
security  jobs. 


Evaluation 

The  written  directives  concerning  secondary  employment  appear  to 
be  adequate.     However,   their  interpretation  to  permit  plain  clothes 
employment  in  security  positions  appears  to  be  in  violation  of  Section  4(a) 
of  the  directive.     Section  4(a)  goes  beyond  the  police  uniform  to  pro- 
hibit the  use  of  an  officer's  star,    (3r_    other  police  equipment  or   police 
powers  in  an  off-duty  employment  capacity. 


Many  plain  clothes  security  jobs  require  the  officers  to  carry  a  con- 
cealed weapon.     Clearly,    unless  the  officer  has  acquired  a  special 
permit  to  carry  a  concealed  weapon  for  this  purpose,   he  is  carrying 
it  under  the  auspices  of  his  police  powers.     As  such,    the  City  and 
County  of  San  Francisco  may  ultimately  be  responsible  for  any  use 
made  of  the  weapon. 
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It  is  understood  that  all  of  San  Francisco's  off-duty  police  officers 
have  the  right  to  carry  concealed  weapons.     However,   if  they  are 
ever  called  upon  to  use  their  weapons  or  police  powers  while  off 
duty,   they  are  using  them  as  police  officers  of  the  City  of  San 
Francisco.     This  would  not  be  clear  if  used  when  the  off-duty  officer 
was  employed  by  a  private  employer.     In  such  a  case,   the  officer 
has  taken  a  power  granted  to  him  by  the  state  for  the  protection  of 
the  citizens  of  San  Francisco  and  sold  that  power  for  personal  gain. 


Officers  should  not  be  permitted  to  accept  direct  payment  from 
citizens  for  the  provision  of  police  powers  or  for  the  provision  of 
any  service  which  requires  police  power.     The  potential  for  abuse  and 
embarrassment  to  the  department  is  inherent  in  any  such  system. 


Recommendation 

Enforce  the  department  directive  which  prohibits 
secondary  employment  in  any  position  which  requires 
the  use  of  police  officer  powers  granted  as  an  adjunct 
to  employment  as  a  city  police  officer. 
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TRAINING 


The  Training  Section  is  the  second  major  subunit  of  the  Personnel 
and  Training  Division.     The  section  is  managed  by  a  lieutenant. 
Total  personnel  assigned  and  their  principal  areas  of  assignment  are 
as  follows: 


Classification        Number 


Lieutenant 

Sergeant 

Sergeant 

Sergeant 

Sergeant 

Police  Officer 

2 

Police  Officer 

Police  Officer 

Police  Officer 

Police  Officer 

Police  Officer 

Total  Sworn 

12 

Station  Officer 

2 

Clerk 

1 

Grand  Total 

15 

Principal  Area  of  Assignment 

Training  Manager 

Basic  Course 

Roll  Call  Training 

Advanced  Officer  Training 

Firearms  Training  &  Range  Supervisor 

Range  Officers 

Drivers  Training 

First  Aid  Training  &  CPR 

Crisis  Intervention  &  Conflict  Mgmt. 

Reserve   &  P.  C.    832  Training 

Physical  Fitness 


Range  Attendants 
Training  Manager's  Office 


In  addition,   there  are  four  sworn  officers  who  serve  as  tactical 
officers  for  the  present  academy  classes  (one  officer  to  every  20 
trainees)  and  one  clerk  who  assists  with  the  academy  paperwork. 
These  personnel  are  assigned  on  a  temporary  basis  for  the  duration 
of  the  basic  academy. 


Each  of  the  officers  assigned  to  a  specialty  area  is  also  an  instructor 
in  one  or  more  courses.    (Specialty  areas  are  principal  areas  of 
assignment  for  which  the  assigned  officer  has  primary  responsibility 
for  course  development  and  coordination  of  course  activities). 


The  officers  and  supervisors  assigned  to  the  specialty  areas  all 
report  to  the  training  manager.     Consequently,   the  time  of  the 
training  manager  is  much  in  demand.     Minor  functions  which  should 
be  delegated  are  not  accomplished  and  management  review  of 
personnel  and  programs  is  unnecessarily  limited.     Examples  of  this 
dysfunction  which  were  observed  included  misplaced  film  from  the 
film  library  (there    is  no   control  system)  and  underutilization  of 
assigned  personnel. 


Evaluation 

The  Training  Section,   by  virtue  of  the  programs  in  which  it  is  engaged, 
must  seek  out  self-motivating  individuals  who  can  take  an  assignment 
and  carry  it  through  to  completion  without  the  need  for  constant  super- 
vision and  prodding.     According  to  the  training  manager,   he  already 
has  personnel  of  this  caliber  on  his  staff.     The  section  has  turned  out 
a  prodigious  amount  of  training  in  the  past  fiscal  year  (see  following 
chart)  and  the  effectiveness  of  the  training  staff  cannot  be  disputed. 
However,    in  order  to  devote  more  of  his  time  to  planning  and  evaluation, 
the  lieutenant  should  delegate  more  to  his  supervisors  and  hold  them 
accountable  for  results.     In  this  regard,    there  does  not  appear  to  be 
a  need  to  have  four  supervisors  permanently  assigned  to  the  Training 
Section.     If  supervisors  are  utilized  because  of  instructional  skills, 
they  may  be  temporarily  assigned  to  instructional  duties  at  specific 
times;  the  remainder  of  the  time,   they  may  be  assigned  to  supervisory 
duties  elsewhere  in  the  organization.     It  is  recommended  that  two  of 
the  supervisors  presently  assigned  permanently  to  the  Training  Section 
be  reassigned  to  other  duties  in  the  organization. 
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The  Training  Section  should  be  divided  into  three  units:  an 
In-Service  Training  Unit;  a  Firearms  Training  Unit;  and  a  POST 
Certified  Course  Training  Unit.     The  Firearms  and  In-Service 
Training  Units  should  each  be  supervised  by  a  sergeant.     The 
training  manager  himself  should  supervise  the  officers  assigned 
to  coordinate  the  POST  certified  courses.     Objectives  should  be  de- 
veloped for  the  fulfillment  of  the  previously  established  training 
goals,   and  a  sufficient  number  of  personnel  should  be  assigned  to 
each  unit  to  accomplish  the  objectives.     Officers  should  not  be  assigned 
to  training  on  a  full-time  basis  because  of  instructional  skills  unless 
the  instruction  is  of  such  a  continuing  nature  that  it  requires  full-time 
positions  (firearms  instructors  will  be  kept  busy  full  time  with  the 
proposed  increase  in  training  recommended).     Otherwise,   the  Training 
Section  should  be  staffed  with  only  enough  personnel  to  accomplish 
course  development  and  coordination  tasks.     Instructional  personnel 
should  be  assigned  on  a  temporary  basis  for  the  duration  of  the  instruc- 
tion only. 


The  practice  of     assigning    more  than  one  tactical  officer  to  each 
academy  class  should  also  be  reviewed.     During  the  course  of  the 
basic  academy,   the  recruits  are  in  class  most  of  the  time.     While 
the  recruits  are  in  class,    the  tactical  officers  have  little  to  do. 


It  is  suggested  that  one  assigned  officer  with  recruit  squad  leaders 
is  sufficient  to  assure  order  in  the  day-to-day  conduct  of  the  Basic 
Course.     During  physical  training  and  physical  control  techniques 
classes,    in  which  a  low  student/instructor  ratio  is  desirable,    addi- 
tional instructional  personnel  can  be  included. 


Recommendations 

Reorganize  the  Training  Section  into  three  units, 
a  Firearms  Training  Unit,    an  In-Service  Training 
Unit  and  a  POST  Certified  Course  Unit. 


Assign  personnel  to  the  Training  Section  only  in 
sufficient  numbers  to  develop  and  coordinate  courses. 
Instructors  should  be  assigned  only  for  the  duration 
of  their  instructional  assignments. 
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Recommendations  (continued) 

Limit  the  number  of  Basic  Course  tactical  officers 
to  one  officer  per  class.     Additional  assistance  may 
be  provided  by  recruit  squad  leaders. 


Training  Records 


Training  records  are  presently  in  the  process  of  being  updated  on  a 
newly   developed  form  which  is  filed  and  maintained  in  the  Training 
Section.     The  form  contains  much  information  about  the  officer  who 
completes  it  other  than  training  information.     For  example,    it  has 
spaces  for  such  information  as  transfer  requests;  assignment  history; 
leave  of  absence  record;  performance  ratings;  disciplinary  actions; 
and  preventable  accidents.     Much  of  the  information  recorded  on  the 
form  duplicates  information  maintained  on  a  similar  Personnel  Section 
form.     Also,    in  order  to  update  the  training  form,    it  will  be  necessary 
for  the  training  clerk  to  obtain  the  information  from  the  Personnel 
Section. 


Training  Needs  Assessment 


Early  in  1976,   the  Training  Section  conducted  a  thorough  comprehensive 
assessment  of  training  within  the  department.     Goals  for  each  area  of 
training  were  identified,   the  current  situation  was  objectively  stated 
and  recommendations  for  improvement  were  made.     A  review  of  the 
training  thus  far  accomplished  in  the  1976-77  Fiscal  Year  indicates 
that  a  real  effort  is  being  made  to  carry  out  the  recommendations. 


3-91 


Supervisory  Training 

Due  to  legal  problems  with  the  list  of  eligibles  for  police  sergeant, 
many  temporary  sergeants  have  been  appointed  in  the  past  year. 
It  is  said  that  since  these  sergeants  were  appointed  by  seniority, 
they  are  all  nearing  retirement  and  that  none  serves  as  a  supervisor 
for  more  than  the  one-year  grace  period  authorized  by  POST  during 
which  a  new  supervisor  must  be  trained. 


Supervisory  training  is  normally   provided  through  the  Supervisory 
Course  certified  to  San  Francisco  City  College.     The  last  Supervisory 
Course  offered  to  San  Francisco  sergeants  was  presented  under  the 
revised  Supervisory  Course  format.     Evaluations  of  that  course  were 
uniformly  positive  and  the  course  is  deemed  an  effective  instrument 
for  the  department's  use  in  training  its  supervisors. 


Riot  Control  Training 

Officers  of  the  department  receive  riot  control  training  during  the 
Basic  Course  and  again  during  the  Advanced  Officers  Course.     In 
addition,   there  are  specific  courses  dealing  with  advanced  tactics  and 
tactical  planning  for  specialist  teams  and  for  command  personnel. 
In  the  past  year,    most  department  members  have  had  refresher  training 
in  this  area. 


Management  and  Executive  Training 

During  the  past  11  months,    13  lieutenants  have  attended  the  Middle 
Management  Course.     Four  more  are  presently  scheduled  to  attend 
in  the  month  of  June.     Similarly,    13  command  personnel  have  attended 
the  Executive  Development  Course,    with  four  additional  scheduled  for 
June.     The  department  is  up-to-date  in  this  important  training  area. 
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Roll  Call  Training 

Roll  call  training  has  been  suspended  for  about  two  years.     In  the 
past,   video  presentations  obtained  under  the  Attorney  General's 
law  enforcement  legal  information  program  were  presented  on  video 
equipment  which  was,    and  still  is,    available  in  every  station.     Re- 
cently,   a  sergeant  was  assigned  to  reactivate  the  roll  call  program. 
Present  plans  call  for  the  preparation  and  dissemination  of  training 
bulletins  and  short  video  tapes  based  on  ultra  current  crime  infor- 
mation to  be  obtained  from  a  Crime  Analysis  Unit  established  under 
an  LEAA  grant.     The  program  will  also  present  short  films  and 
briefing  items  suitable  for  roll  call  presentation.      This  program 
is  tentatively  scheduled  to  begin  after  the  start  of  the  new  fiscal 
year.     It  will  be  tested  in  one  district  before  it  is  implemented 
citywide. 


Training  Facilities 


The  San  Francisco  Police  Department  Academy  is  located  on  the 
5th  floor  of  the  Hall  of  Justice.     The  facilities  consist  of  a  gymnasium 
and  locker  room,    one  large  classroom  suitable  for  up  to  35  students 
(40  maximum)  and  two  smaller  classrooms,    each  of  which  could 
accommodate  20-25  students.      One  small  room  is  uasd  for  film  storage; 
another  room  is  used  to  store  undistributed  manuals  and  miscellaneous 
training  materials.      There  is  no  library.     It  was  stated  that  the  city 
library  had  agreed  to  operate  a  law  enforcement  branch.     However, 
there  is  presently  no  room  for  it  in  the  academy  area. 


There  are  presently  two  classes  consisting  of  80  students  undergoing 
basic  training.     Since  there  was  not  enough  room  in  the  Hall  of  Justice 
to  accommodate  these  classes,    arrangements  were  made  with  the 
United  States  Navy  to  provide  quarters  within  the  Treasure  Island 
Naval  Facility. 
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Recruit  Training 

Recruits  in  the  San  Francisco  Academy  Basic  Course  receive  640 
hours  of  formal  academy  training.  The  Basic  Course  contains  all 
of  the  POST  requirements  and,  in  addition,  is  reinforced  in  those 
areas  deemed  important  to  policing  in  San  Francisco,  including  crisis 
identification  and  conflict  management.  Instructors  in  the  course 
are  almost  exclusively  from  the  San  Francisco  Police  Department. 


Following  graduation  from  the  Basic  Course,   the  recruits  are 
assigned  to  either  the  Northern  or  Mission  Districts  where  they 
participate  in  a  field  training  officer  program  for  an  additional  14 
weeks.     The  object  of  the  field  training  officer  program  is  to  provide 
a  transition  phase  between  the  academic  and  the  practical  and  to  de- 
termine if  the  officer  can  effectively  utilize  the  learning  gained  in 
the  academy. 


Advanced  Officer  Training 

Early  in  1976,   the  training  manager  recognized  that  the  department 
would  have  to  play  "catch-up"  in  order  to  remain  in  compliance 
with  POST  standards  with  regard  to  advanced  officer  training.     The 
administration  approved  and  the  effort  was  made.     As  a  result,    1250 
officers  have  received  advanced  officer  training  in  the  1976/77  Fiscal 
Year.     A  system  is  being  developed  to  maintain  this  position  by 
starting  immediately  to  train  25%  of  the  officers  each  year  beginning 
in  Fiscal  Year  1977/78. 
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Firearms  Training 

Introductory  firearms  qualification  training  is  conducted  during  the 
Basic  Course.     Thereafter,    each  officer  on  the  department  is  required 
to  requalify  three  times  a  year  at  the  department's  Lake  Merced  range. 
Requalification  consists  of  scoring  40  hits  on  a  human  silhouette  target 
out  of  a  total  66  rounds  fired.      Those  officers  who  fail  to  qualify  are 
required  to  make  additional    attempts.     If  an  officer  fails  to  qualify 
after  three  attempts,   he  is  referred  to  the  police  surgeon  to  deter- 
mine if  there  is  any  physical  impairment.     Shotgun  familiarization  is 
also  conducted  during  firearms  requalification  training.     The  range 
staff  includes  one  sergeant,   two  officers  and  two  station  officers.     In 
addition  to  conducting  the  department  firearms  requalification  program, 
range  personnel  also  repair  and  clean  department  owned  weapons. 
(All  weapons  issued  to  police  officers  are  department  owned.     The 
department  is  said  to  own  over  4000  weapons.  )      The  sergeant  and  one 
of  the  officers  assigned  to  the  range  have  both  been  to  armorers  school. 
All  three  sworn  personnel  are  qualified  firearms  instructors. 


Evaluation 

It  is  redundant  to  require  that  the  Training  Section  and  the  Personnel 
Section  both  obtain  the  same  information,    enter  it  on  different  forms 
and  file  it  in  different  files.     The  training  manager  should  seek  the 
agreement  and  cooperation  of  the  Personnel  and  Training  division 
commander  on  the  maintenance  and  use  of  a  single  dual  purpose  form. 


The  department  should  find  space  in  which  to  house  a  lending  library 
and  stock  it  with  books  dealing  with  all  aspects  of  law  enforcement. 
When  the  library  is  established,    it  should  be  well  publicized  and  the 
officers  encouraged  to  use  it  and  suggest  books  which  should  be  pur- 
chased.    A  system  to  control  the  lending  and  return  of  books  should 
be  developed. 


The  present  classroom  space  on  the  5th  floor  of  the  Hall  of  Justice 
is  not  adequate  for  large  classes.     Due  to  the  fact  that  the  department 
is  declining  in  size,    only  replacement  personnel  will  be  hired  in  the 
foreseeable  future.     With  the  requirements  imposed  by  the  new    Basic 
Course    revision,    basic  training  is  going  to  become  more  and  more 
expensive  and  difficult  to  conduct.     Consideration  should  be  given  to 
discontinuing  the  department  operated  Basic  Course    in  favor  of  atten- 
dance at  other  Basic  Courses  offered  throughout  the  state.     This  would 
have  several  beneficial  effects: 
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New  personnel  could  be  hired  continually  in  accord  with  the 
dates  of  the  course  to  be  attended.     No  longer  would  hiring 
practices  depend  on  assembling  a  class. 

Background  investigators  in  the  Personnel  Section  would  have 
a  more  even  workload  and  could  devote  more  time  and  attention 
to  each  investigation. 

Basic  trainees  would  be  subject  to  the  experiences  of  instruc- 
tional personnel  from  other  agencies,   thereby  providing  an 
added  dimension  not  available  in  the  present  Basic  Course. 

San  Francisco  would  be  spared  the  expense  and  trouble  of 
maintaining  a  high  quality  Basic  Course. 

There  may  be  subjects  upon  which  the  department  wishes  to  expand 
or  provide  a  specific  department  philosophy  which  are  not  offered  in 
other  Basic  Courses.     This  is  a  legitimate  area  for  department 
specific  training,   and  new  officers  would  be  gathered  together 
periodically  and  provided  with  a  course  of  training  in  these  subjects. 


Supervisory  training  should  be  required  for  all  supervisory  personnel, 
including  temporary  sergeants.     The  fact  that  temporary  sergeants 
have  been  appointed  strictly  on  the  basis  of  seniority,    only  adds  to 
the  importance  of  providing  them  with  training.     The  one -year  grace 
period  within  which  supervisory  training  must  be  accomplished  was 
provided  in  order  to  prevent  hardship  on  any  department  which  could 
not  immediately  release  its  supervisors,   not  as  an  excuse  for  de- 
partments to  provide  no  training  at  all. 


The  range  at  Lake  Merced  was  built  in  1944.     Its  buildings  and 
equipment  are  in  a  poor  state  of  repair  and  are  out  of  date.     The 
facility  should  be  updated  to  insure  efficient  operation  and  minimum 
safety  standards. 


The  requirements  for  firearms  requalification  are  not  sufficiently 
stringent.     Forty  hits  on  the  target  out  of  66  rounds  fired  allows 
for  more  than  one  third  of  the  rounds  fired  to  miss  the  target  com- 
pletely.     Public  safety  demands  that  these  standards  be  raised  to 
at  least  50  hits  out  of  66  and  requalification  should  be  required  bi- 
monthly for  all  line  personnel  rather  than  the  three  times  per  year 
presently  required. 
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The  department  should  discontinue  the  practice  of  requiring  range 
officers  to  serve  as  gunsmiths  for  department  owned  weapons.     The 
additional  firearms  training  proposed  will  require  more  time  from 
officers  for  instructional  and  rangemaster  duties.     The  repair  of 
weapons  should  be  accomplished  by  contract  with  a  local  gunsmith. 


Recommendations 

Maintain  only  one  set  of  records  containing  personnel 
and  training  information. 


Establish  a  law  enforcement  library  in  the  department. 


Consider  the  discontinuance  of  the  department  Basic 
Course.     Instead,    send  recruits  to  other  Basic  Courses 
in  the  area. 


Provide  supervisory  training  to  temporary  supervisors. 
Update  the  Lake  Merced  range  facility. 
Raise  the  firearms  requalification  standards. 


Require  bimonthly  firearms  requalification  for  all  line 
personnel. 


Discontinue  the  gunsmith  duties  of  range  officers. 
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SECTION  IV 
FIELD  OPERATIONS 


PATROL 


The  Patrol  Division  of  the  San  Francisco  Police  Department  is 
responsible  primarily  for  the  prevention  of  crime  and  the  protection 
of  life  and  property.      The  patrol  force  achieves  its  objectives  by 
deploying  field  personnel  throughout  the  city  at  all  times  of  the  day 
and  night.      In  varying  degrees  patrol  activity  encompasses  all 
police  functions.      The  more  effective  and  efficient  is  the  patrol 
force,    the  less  need  for  specialized  and  supplementary  units. 


The  Patrol  Division  has  the  bulk  of  the  police  personnel.      59%  of  the 
department's  sworn  officers  are  assigned  to  patrol. 


The  Patrol  Division  is  in  the  Bureau  of  Field  Operations,    which  is 
under  the  direction  of  a  deputy  chief.     A  supervising  captain  is  in 
charge  of  the  Patrol  Division.      The  division  is  organized  geographi. 
cally  with  nine  district  stations  located  in  various  parts  of  the  city. 
Each  district  station  is  under  the  command  of  a  captain  of  police. 


Patrol  Division  -  District  Stations 


A.  Central  766   Vallejo  Street 

B.  Southern  85-  Bryant  Street 

C.  Southeast  2300  Third  Street 

D.  Mission  1240  Valencia  Street 

E.  Northern  841   Ellis  Street 

F.  Park  Stanyon  and  Waller  Streets 

G.  Richmond  46l   -  6th  Street 

H.  Ingleside  Balboa  Park  at  Sgt.    John  Young  Lane 

I.  Taraval  2349  -  24th  Avenue 
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Central  District  (Company  A) 


The  Central  District  is  located  in  the  northeast  section  of  the  city. 
Within   its  boundaries  are  the  Tenderloin,    Chinatown,    Fisherman's 
Wharf  and  the  Financial  District.     The  first  three  of  these  areas  attract 
mriy  of  the  tourists  who  flock  to  the  city  and  the  fourth  attracts  a 
large  proportion  of  the  transient  work  population  which  moves  in  and  out 
of  the  city  daily. 


Incidence  of  Crime 

In  1976,    18.  5%  of  the  serious  crimes  which  occurred  in  the  city  occurred 
in  the  Central  District.     The  following  table  shows  the  number  of 
occurrences  of  each  major  crime  in  Central  District  and  the  percentage 
expressed  in  terms  of  a  portion  of  the  citywide  total: 

Percent  of 

Crime  Number 


Murder,    Negligent  and 

Nonnegligent  Manslaughter 

24 

11.3 

Rape 

60 

9.4 

Robbery 

1,174 

17.7 

Burglary 

3,656 

16.6 

Aggravated  Assault 

562 

16.6 

Grand  Theft 

4,116 

25.3 

Petty  Theft 

3,604 

19.9 

Auto  Theft 

1,174 

11.2 

Total  Part  I 

14,  370 

18.5 

Part  II 

5,935 

18.4 

Total  Part  I  and  II  20,305  18.5 


Most  evident  are  the  numbers  of  street  crimes  which  occur  in  this 
district,    including  robbery  and  grand  theft.     Even  more  significant 
in  this  regard  is  that  within  the  category  of  grand  theft  are  574  incide- 
nces of  pocket  picking,    31.  5%  of  all  those  which  occur  in  the  city. 


Central  District  is  assigned  14.  2%  of  the  total  manpower  available  for 
district  station  assignment.     However,   the  street  crime  unit  of  the 
Crime  Specific  Task  Force  spends  much  of  its  time  in  this  district 
deployed  against  the   high  frequency  crimes  indicated  above. 
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Within  Central  District,    patrolmen  are  also  deployed  in  plain  clothes 
and   unmarked  units  as  anti- robbery  and  grand  theft  teams. 


Facility 

The  Central  District  facility  is  located  at  766  Vallejo  Street  in  the 
middle  of  a  busy  commercial  area.     The  facility  occupies  the  basement 
and  bottom  floor  of  a  five -level  public  parking  garage,   a  concrete 
structure  built  in  1970. 


The  basement  consists  of  a  parking  garage  and  a  male  officer's  locker 
room.     The  ground  floor  houses  all  other  functions  of  the  Central  District. 
It  includes  a  vestibule  and  reception  area  for  the  public,    sealed  off  from 
the  front  business  office  by  a  bullet-proof  glass  window. 


Inside  an  electronically  actuated  door  is  a  captain's  office,   his  secretary's 
office,   a  coffee  alcove,    the  front  business  office,    a  combination  female 
officer's  dressing  room  and  women's  restroom,    a  waiting  room  and 
holding  cell,    a  roll-call  and  meeting  room,   the  lieutenant's  office,    a 
report  room,    a  sergeant's  office  and  the  men's  restroom. 


Communications 


Within  the  business  office  adjacent  to  the  station  officer's  desk  is  a 
radio  transmitter.      This  transmitter  is  used  by  the  station  officer  to 
dispatch  parking  complaint  calls  to  the    parking  control  officers.     All 
service  calls  to  police  officers  in  the  field  are  received  and  dispatched 
by  central  communications. 


Parking 

The  basement  parking  area  has  room  for  19  vehicles  if  the  space  is 
used  to  its  maximum  efficiency.     However,    police  units  are  often  seen 
illegally  double  parked  and  parked  on  the    sidewalk  adjacent  to  the 
station,    especially  at  the  change  of  watch.      The  reason  for  this 
situation  is  to  be  found  in  the  fact  that  the  entrance  to  the  basement 
parking  lot  is  located  immediately  east  of  the  entrance  to  the  public 
parking  lot.      The  public  parking  lot  is  often  busy.     This  causes  traffic 
backup  from  the  entrance  blocking  the  entrance  to  the  police  lot. 
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The  entrance  to  the  police  lot  is  closed  with  a  key  operated  electronic 
garage  door.     This  necessitates  that  the  officer  park  his  car  in  the 
street  while  he  gets  out  and  unlocks  the  garage  door.     Consequently, 
officers  double  park  and  park  on  the  sidewalks.     The  parking  in  the 
police  garage  itself  has  been  taken  over  by  officers  working  on  the  watch. 


Personnel 

The  following  sworn  personnel  were  assigned  to  Central  Stations  as  of 
April  14,  1977.  These  personnel  were  assigned  within  three  primary 
and  two  overlap  watches. 


Police  Percent 

Captain  Lieutenant  Sergeant  Officer  Total  of  Total 


12  mid.   to  8  a.m. 

1 

3 

28 

32 

24.6 

8  a.  m.   to  4  p.m. 

1 

1 

4 

31 

37 

18.5 

4  a.m.   to  12  n. 

1 

3 

41 

45 

34.6 

10  a.m.   to  6  p.m. 

1 

9 

10 

7.7 

7  p.  m.   to  3  a.m. 

6 

6 

4.6 

Total  All 

1 

4 

10 

115 

130 

100.0% 

Watches 

In  addition,   there  are  seven  civilian  personnel  consisting  of  one  clerk, 
two  parking  control  officers  and  four  station  officers. 


As  with  all  district  stations,   personnel  are  assigned  to  the  various 
watches  once  a  year  by  choice,   based  on  seniority.     Watches  are 
permanent  and  do  not  rotate. 


Parking  Control  Officers 

Two  civilians  are  assigned  to  parking  enforcement  duties  on  three- 
wheel  motorcycles  during  the  daytime  in  Central  District.     Complaints 
regarding  parking  violations    (mostly  blocked  driveways)  are  channeled 
through  the  incoming  phone  call  system  to  the  district  stations,   where 
station  officers  routinely  dispatch  the  calls  to  the  parking  control  officers. 
The  parking  control  officers  are  actually  assigned  to  the  Traffic  Division 
and  are  carried  on  that  division's  payroll.     They  are  detailed  to  the 
district  stations  on  a  six-month  rotational  basis. 
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Comment 

Since  Southern  Station  has  no  transmitter,    parking  complaints  for  the 
Southern  District  are  dispatched  to  the  parking  enforcement  officers 
directly  from  central  communications.     This  should  be  done  for  all  the 
other  district  stations,   thereby  eliminating  the  necessity  for  transmitters 
in  the  district  stations.       The  parking  control  officers  should  also  be 
returned  to  the  Traffic  Division  and  assigned  to  beats  based  upon  work- 
load and  supervised  by  traffic  supervisors. 


Permit  Officer 


One  sworn  officer  is  assigned  full  time  as  district  permit  officer.     His 
normal  assigned  hours  are  9  a.m.   to  5  p.m.  ,    Monday  through  Friday.     He 
is  responsible  for  conducting  preliminary  investigations  of  all  police 
permit  applications  within  the  Central  District  boundaries.     He  also 
maintains  files  reflecting  permit  status  and  detailing  any  police  action 
or  incidents  involving  the  permit.     Additional  duties  which  may  be 
assigned  to  the  permit  officer  include  maintenance  of  the  California 
Occupational  Safety  and  Health  Administration  File;  completion  of  the 
daily  deployment  sheet;  and  occasionally,   preparation  of  the  overtime 
payroll  report. 


Administrative  Aide 

One  sworn  officer  is  designated  as  follow-up  investigator.     This  title 

is   somewhat  misleading  in  that  follow-up  investigation  responsibility 

is  vested  in  the  Inspections  Bureau.     His  follow-up  duties  consist 

primarily  of  assisting  inspectors,    at  their  request,   to  interview  subjects 

in  the  district  with  whom  he  is  familiar.     The  bulk  of  this  officer's 

time  is  acutally  spent  as  an  administrative  aide  to  the  district  commander. 


Station  Officer 

The  station  officer  is  a  civilian  station  employee.     His  duties  consist 
of  keeping  the  station  log  book  up  to  date;  completing  "labs"  (an  assign- 
ment report)  for  each  call  that  is  assigned;  assisting  with  the  booking 
of  prisoners;  assisting  citizens  who  contact  the  stations  via  the  telephone 
or  in  person;  and  dispatching  parking  complaints  to  the  parking  control 
officers.      There  are  four  station  keepers  assigned  to  Central  Station. 
The  position  is  filled  around  the  clock,   and  if  one  calls  in  sick  or  is 
otherwise  unable  to  work,   he  is  replaced  with  a  sworn  officer. 
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Station  Keeper 

The  position  of  a  station  keeper  is  normally  filled  around  the  clock 
with  a  sergeant.     This  position  is  a  hold-over  from  the  days  of  the  foot 
policeman  who  had  no  two-way  radio  communication  with  his  supervisor. 
In  such  a  situation,    it  was  necessary  to  maintain  a  supervisor  at  each 
station  house  to  make  decisions  regarding  the  appropriateness  of  an 
arrest  or  the  need  for  booking  and  to  provide  a  source  of  authority  at 
a  central  location  who  could  be  reached  by  officers  via  telephone 
whenever  a  decision  was  necessary.      Although  this  is  no  longer  the 
case  and  supervisors  are  even  more  available  to  their  personnel  in 
mobile  units  with  two-way  radios,    each  district  station  in  the  city  still 
maintains  a  station  sergeant  on  each  watch. 


Station  Duty  Officer 

In  Central  District  a  third  officer  is  assigned  inside  the  station  on  the 
day  and  evening  watches.     He  is  called  the  station  duty  officer.     The 
station  duty  officer  relieves  the  station  keeper  and  station  officer 
during  lunch  and  break  periods,    and  assists  with  station  officer  duties 
during  busy  periods. 


Comment 


A  study  in  1973  showed  that  there  were  an  average  of  23  personal  visits 
to  Central  Station  daily.     Of  these  visits,    17  were  for  auto  releases 
and  six  were  for  other  personal  services.     There  were  also  (from  the 
year  1971)  an  average  of  39  arrests  processed  each  day  at  Central 
Station.     A  recent  count  by  POST  personnel  showed  that  the  workload 
had  decreased,    and  for  the  final  six  months  in  1976,    an  average  of  only 
22  arrests  were  processed  each  24-hour  period  at  Central  District. 
It  is  evident  that  much  more  work  could  be  accomplished  with  presently 
assigned  personnel  than  is    now  the  case.      The  recommended  reduction 
to  three  stations  will  assist  to  provide  a  reasonable  work  flow  for 
station  personnel. 


Footbeats 


Foot  patrol  is  utilized  to  some  degree  to  provide  intensive  coverage  of 
selected  areas  by  all  of  the  patrol  districts  except  Richmond  and  Taraval. 
Central  District  has  14  established  footbeats.     However,    only  six  of 
these  are  covered  on  a  regular  basis.     Three  beats  in  the  Tenderloin 
area  are  covered  on  a  24-hour  basis.     Foot  patrol  is  discussed  more 
thoroughly  in  the  section  dealing  with  that  subject  on  page  4-41. 
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Plain  Clothes  Patrol  Officers 

Plain  clothes  officers  are  used  in  varying  numbers  by  different  districts 
to  better  enforce  some  laws  as  inconspicuously  as  possible.     Specifically, 
these  details  have  been  deployed  as  anti-burglary  and  robbery  teams, 
prostitute  solicitation  decoys  and  as  enforcement  teams  against  beggars, 
a  sometimes  menacing  nuisance  in  busy  downtown  areas. 


In  the  Central  District,   this  detail  is  within  the  province  of  an  overlap 
unit  consisting  of  a  lieutenant  and  nine  patrolmen.     This  unit  is  utilized 
as  a  utility  force  to  be  deployed  in  situations  which  require  other  than 
routine  patrol.      These  situations  may  include  high  crime  area  saturation 
patrol,    plain  clothes  patrol  against  street  crimes  and  beggars,   auto 
boosting  surveillance  in  hotel  parking  lots,    or  any  other  detail  which  has 
been  identified  as  a  priority  by  the  district  and  unit  commanders.     While 
this  assignment  appears  to  be  well  supervised  and  need  oriented  in  the 
Central  District,    in  other  districts,   personnel  were  observed  to  be 
assigned  routinely  and  not  supervised. 


Commanders  must  continue  to  have  the  flexibility  to  assign  personnel 
to  these  details.     However,    it  should  be  done  in  response  to  identifiable 
needs,    and  results  should  be  measured  in  terms  of  arrests  made  and 
whether  or  not  the  problem  which  engendered  the  use  of  the  plain  clothes 
detail  is  abated  by  its  application. 


Vehicles 


Central  Station  is  assigned  nine  black  and  white  sedans,   two  (new) 
light  blue  and  white  sedans,   two  transportation  wagons,   two  unmarked 
sedans,   two  three-wheel  motorcycles,    one  cushman  three-wheel 
motorscooter  and  four  Vespa  motorscooters. 


The   black  and  white  sedans  are  equipped  with  a  metal  reinforced, 
plexi-glass  screen  which  separates  the  front  seat  area  from  the  rear 
seat  area.      The  new,    blue  and  white  autos  do  nothave  this  screen, 
reportedly  because  of  the  additional  cost  to  purchase  and  install  it. 


Vehicles  are  equipped  with  flares.     However,   they  are  not  equipped 
with  fire  extinguishers,   first-aid  kits,    chalk  or  measuring  tape.     It  was 
stated  that  the  first-aid  kits  were  not  needed,    inasmuch  as  ambulance 
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service  was  excellent  and  an  ambulance  was  on  the  scene  within  a  few 
minutes  of  being  called.     The  chalk  and  measuring  tape  are  reportedly 
not  needed  since  accident  reports  are  taken  by  Traffic  Division 
personnel. 


The  four  Vespa  motorscooters  are  the  result  of  a  previous  survey  which 
recommended  that  they  be  purchased  and  used  by  foot  beat  officers 
to  make  them  more  mobile.     The  scooters  were  purchased,   but  the 
recommendation  has  not  been  followed  and  the  scooters  are  generally 
not  used. 


Comments 

The  lack  of  prisoner  separation  screens  in  the  new  vehicles  could 
create  a  safety  hazard  which  may  be  even  more  expensive  than  the 
screens.      The  danger  from  a  hostile  prisoner  is  minimized  when  he  is 
handcuffed  and  placed  in  a  secure  area  behind  the  screen.    In  addition, 
the  screen  forms  a  secure  location  from  which  a  prisoner  cannot  escape 
unless  he  has  outside  assistance.     This  allows  officers  to  complete  other 
details  at  the   scene  of  the  arrest  with    minimum  attention  to  the 
prisoner. 


In  the  event  that  one  man  patrol  is  expanded  in  San  Francisco  at  specific 
times  and  locations,    as  it  can  and  should  be,   then  the  prisoner  separation 
screens  are  a  necessity.     The  cost  of  the  screens  becomes  insignificant 
when  compared  to  the  cost  of  a  second  officer  in  the  vehicle. 


First-aid  kits  and  fire  extinguishers  should  also  be  provided  for  each 
vehicle  even  though  ambulance  and  fire  service  may  be  only  minutes 
away.     In  terms  of  a  vehicle  fire  or  a  person  bleeding  to  death,    minutes 
can  be  the  difference  between  life  and  death,    and  it  is  not  too  much  to 
expect  minimum  services  in  these  areas  from  all  safety  personnel. 
First-aid  kits  need  not  be  extensive.     Officers  should  be  trained  in  their 
use. 
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Southern  District  (Company  B) 


The  Southern  District  of  the  police  department  is  adjacent  to  and 
south  of  the  Central  District  in  the  northeast  section  of  the  city. 
It  is  a  highly  commercial  district  which  has  very  little  residential 
property.     Residential  property  which  does  exist  consists  mainly  of 
hotels  and  rooming  houses.     Many  of  the  rooming  houses  are  rundown 
and  it  is  in  this  district  in  which  "skid  row"  and  the  policing  problems 
associated  with  it  are  located. 


Incidence  of  Crime 

In  1976,    10.  6%  of  all  serious  crime  in  San  Francisco  occurred  in  the 
Southern  District.     The  following  table  shows  the  number  of  occurr- 
ences of  each  major  crime  in  the  district  and  the  percentage  of  the 
citywide  total  constituted  by  this  number. 


Number  of 

Pe 

rce 

nt  of 

Crime 

Occurrences 

City 

wide  Total 

Murder,    Negligent  &c 

Non-Neg.    Manslaughter 

13 

6. 

1 

Rape 

68 

10. 

6 

Robbery 

686 

10. 

3 

Aggravated  Assault 

375 

11. 

1 

Burglary 

1,  330 

6. 

0 

Grand  Theft 

2,213 

13. 

6 

Petty  Theft 

2,413 

13. 

3 

Auto  Theft 

1,  122 

10. 

8 

Total  Part  I 

8,220 

10. 

6 

Part  II 

3,437 

10. 

7 

Total  Part  I  and  II 

11,675 

10. 

6 

As  may  be  expected,    there  is  a  relatively  low  incidence  of  burglary 
(due  to  a  lack  of  residences),    and  a  high  grand  and  petty  theft  rate, 
(crimes  of  opportunity  committed  by  the  derelicts  who  inhabit  the 
area).      The  district  is  assigned  10.4%  of  the  total  sworn  personnel 
available  for  district  station  assignment. 
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Facility 

Southern  District  headquarters  are  located  within  the  Hall  of  Justice 
at  850  Bryant  Street.     When  the  Hall  of  Justice  was  constructed  in 
1961,    a  district  police  facility  was  included  on  the  first  floor.     How- 
ever,   in  recent  years  overcrowding  caused  a  redistribution  of 
personnel  within  the  building  and  the  Southern  Headquarters  were 
relocated.     The  present  location  is  unsatisfactory  for  two  reasons: 

The  front  counter  of  the  station  faces  persons  coming 
through  the  front  door  of  the  Hall  of  Justice.     This 
arrangement  takes  the  time  of  station  personnel  by 
serving  as  an  information  counter  for  persons  who  have 
other  business  to  conduct  in  the  Hall  of  Justice. 

There  is  no  acceptable  room  which  affords  a  reasonable 
degree  of  quiet  and  privacy  to  conduct  line-up  or  training 
sessions. 


Communications 


Southern  Station  is  the  only  patrol  company  which  does  not  have  its 
own  transmitter.     Parking  complaints  are  dispatched  to  the  parking 
control  officer  by  central  communication  with  no  apparent  problems. 


Parking 

Parking  in  the  basement  of  the  Hall  of  Justice  is  extremely  crowded. 
Whenever  the  spaces  are  all  filled,    officers  park  their  cars  in  the 
aisles  and  leave  the  keys.     Southern  Station  vehicles  are  therefore 
assigned  seven  parking  spaces  in  the  open  lot  at  the  rear  of  the  hall. 
There  are  11  vehicles  assigned  to  Southern  Station.     However,    since 
most  of  these  are  usually  in  the  field,    parking  does  not  become  a 
problem  until  the  change  of  watch,    when  some  police  units  may  be 
observed  parked  in  the  aisles  of  the  lot. 


Comment 

The  quarters  occupied  by  Southern  District  in  the  Hall  of  Justice  are 
makeshift  and  unsatisfactory.      This  space  could  be  better  occupied 
by  other  centralized  units  within  the  Hall  of  Justice. 


4-10 


Personnel 

The  following  sworn  personnel  were  assigned  to  Southern  Station 
as  of  April  14,    1977.     These   personnel  were  assigned  within  three 
primary  watches  and  one  overlap  watch. 

Police  Percent 

Captain  Lieutenant  Sergeant  Officer  Total  of  Total 

12  mid.   to  8  a.  m. 

8  a.  m.   to  4  p.  m.  1 

4  a.  m.   to  12  n. 

7  p.  m.    to  3  a.  m.        


1 

3 

17 

21 

21.9 

1 

5 

33 

40 

41.7 

1 

4 

25 

30 

31.2 

1 

4 

5 

5.2 

Total  All 
Watches 


12 


79 


96       100.0% 


In  addition,   there  are  20  civilian  personnel  consisting  of  one  clerk, 
one  parking  control  officer,   four  station  officers  and  14  buildings  and 
groundkeepers. 


Company  Assignments 

The  existence  of  Southern  Station  as  a  separate  company  with  its  own 
facility,    engenders  assignments  to  the  following  positions  in  the 
numbers  indicated. 


Company  Commander 
Watch  Commander 
Permit  Officer 
Follow-up  Officer 
Station  Keeper 
Station  Officer 
Station  Duty  Officer 
Captain's  Clerk 


1  captain 

4  lieutenants 

75%  of  one  police  officer's  time 

25%  of  one  police  officer's  time 

4  sergeants 

4  station  officers 

1   police  officer 

1  clerk 


There  are  also  14  building  and  grounds  personnel  who  are  assigned 
to  guard  the  entryways  to  the  Hall  of  Justice.     However,   this  assignment 
would  continue  even  if  Southern  District  headquarters  were  moved.      They 
are  subsequently  not  included  within  the  personnel  assigned  to  Southern 
District  station  duty. 
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Plain  Clothes  Patrol  Officers 

In  Southern  District  there  are  two  2-man  plain  clothes  details.    One 
of  these  works  drunks  and  beggars  during  the  day  shift.     The  other 
works  auto  boosts  and  robberies  and  may  work  day  or  night  depending 
on  the  crime  and  location  which  they  are  working.     These  details  may 
well  be  a  valuable  asset  to  the  district.     However,   their  assignment 
should  be  based  upon  an  analysis  of  the  crime  in  the  district  and  reports 
on  their  activities  should  be  submitted  daily  and  summarized  on  a 
monthly  basis. 


Vehicles 


There  are  11  vehicles  assigned  to  the  Southern  District.     Six  black  and 
white  units,   two  unmarked  units,    one  patrol  wagon,    and  two  Vespas. 
The  vehicles  were  not  in  satisfactory  condition.     One  was  dirty  outside 
and  inside.     It  had  dents  on  the  fender  and  hood  and  the  floor  of  the 
passenger's  area  contained  an  accumulation  of  papers,   tobacco  and 
other  debris.     It  obviously  had  not  been  cleaned  out  in  some  time. 


Another  vehicle  had  engine  problems.     The  engine  ran  very  roughly 
and  stalled  on  occasion  when  accelerating  from  a  stop.     It  was  stated 
that  vehicles  were  often  not  reported  for  repair  when  necessary  because 
of  extended  periods  of  time  during  which  the  vehicles  were  often  not 
replaced,   this  despite  information  to  the  contrary  from  the  fleet  control 
officer. 
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Southeast  District  (Company  C) 


The  Southeast  District  is  located  along  the  bay  in  the  Southeast 
quadrant  of  the  city.     That  portion  of  the  district  which  fronts  on  the 
bay  is  given  over  to  docks,    light  and  some  heavy  industry  and  commerical 
-warehouse  business.     Inland,   there  is  a  heavily  populated,    low  economic 
base  residential  area.      The  Hunter's  Point  Housing  Project  area  is  also 
in  the  Southeast  District.     Much  of  this  project  is  in  the  final  stages 
of  decay.     Many  of  the  residences  have  been  boarded  up  and  there  is  a 
renewal  program  under  which  condemned  housing  is  being  demolished 
and  new  housing  built  in  its  place. 


Incidence  of  Crime 

In  1976,    9.  2%  of  all  serious  crime  in  San  Francisco  occurred  in  the 
Southeast  District.     The  following  table  shows  the  number  of  occurrences 
of  each  major    crime   in  the  district,    and  the  percentage  of  the  citywide 
total  constituted  by  that  number*. 


Crime 


Number 

of 

Pe 

rcent  of 

Occurrences 

Citywide  Total 

29 

13.6 

72 

11.2 

804 

12.1 

468 

13.8 

2,286 

10.4 

1,124 

6.9 

1,  130 

6.2 

1,225 

11.7 

7,138 

9.2 

2,958 

9.2 

Murder,    Negligent  and 

Nonnegligent  Manslaughter 
Rape 
Robbery 

Aggravated  Assault 
Burglary 
Grand  Theft 
Petty  Theft 
Auto  Theft 

Total  Part  I 

Part  II 

Total  Part  I  and  II  10,  096  9.  2 


Major  crime  problems  in  the  Southeast  District  include  crimes  against 
the  person  such  as  assault  and  rape,    also  auto  thefts  and  burglaries. 
(In  1976,    41%  of  all  the  warehouse  burglaries  in  the  city  occurred  here). 


Information  taken  from  CABLE,  --Incident  Activity  Report.     Monthly 
report  published  by  San  Francisco  Police  Department  containing  various 
reports  analyzing  Part  I  and  Part  II  crime  activity. 
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Southeast  District  is  allocated  9.  8%  of  the  sworn  personnel  assigned 
to  patrol.     However,    it  also  receives    help  from  the  officer/canine 
teams  of  the  Crime  Specific  Task  Force  to  patrol  the  warehouse 
district  and  answer  burglary  alarm  calls  during  the  hours  of  darkness. 


Facility 

The  Southeast  District  facility  is  located  at  2300  Third  Street  in  the 
Northeast  corner  of  the  district.     When  the  building  was  constructed 
in  1915,  this  was  a  heavily  populated  center  of  the  city.     However, 
as  the  city  grew,   the  area  became  mostly  commercial  and  today, 
most  of  the  residents  of  the  district  live  closer  to  the  Ingleside 
Station  than  the  Southeast  Station. 


The  Southeast  facility  contains  approximately   7,600  square  feet 
of  usuable  space.      There  is  off-street  parking  for  ten  vehicles  in  a 
parking  lot  on  the  west  side  of  the  station.     However,    street  parking 
is  at  a  minimum  because  of  the  busy  traffic  on  Third  Street,    and 
persons  who  visit  the  station  by  automobile  are  hard  pressed  to  find 
a  place  to  park.      (Parking  in  the  station  lot  is  restricted  to  police 
vehicles). 


The  age  of  the  Southeast  Station  facility  is,    perhaps,    more  obvious 
to  a  casual  observer  than  that  of  any  other  station  in  the  city.     Small 
windows  placed  high  in  the  rooms  lend  a  dismal,    enclosed  appearance 
to  the  inside  of  the  building  which  is  not  dispelled  by  artificial  lighting. 
Part  of  the  line-up  room  has  been  enclosed  by  a  curtain  and  this  serves 
as  a  locker  room  for  female  officers.     The  building  houses  a  three-cell 
jail  which  is  not  viewable  from  any  of  the  regularly  filled  station  work 
locations  and  must  be  checked  regularly  whenever  prisoners  are  held 
there. 


The  disadvantages   inherent  in  the  Southeast  Station  have  been  recognized 
by  the  department  and  one  attempt  has  already  been  made  to  close 
Southeast  Station.     It  is  said  that  whenever  this  occurred,   local  citizens, 
aided  by  police  department  personnel,   applied  political  pressure  and 
insisted  that  the  order  to  close  the  station  be  reversed.     The  pressure 
was  effective  and  the  station  was  subsequently  reopened.      The  reopening 
brought  with  it  a  charter  amendment  which  requires  that  the  Board  of 
Supervisors  pass  a  resolution  approving  any  change  in  the  existing  number 
of  district  stations. 
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Communications 

Southeast  Station  has  its  own  base  station  transmitter  from  which  parking 
complaints  are  dispatched  to  parking  control  officers  in  the  field.     Other 
calls  for  service  are  dispatched  directly  from  central  communications. 


Personnel 

The  following  sworn  personnel  were  assigned  to  Southeast  Station  as  of 
April  14,    1977.     These  personnel  were  assigned  within  three  primary 
watches. 


Police  Percent 

Captain  Lieutenant  Sergeant  Officer  Total  of  Total 


12  mid.    to  8  a.  m. 

1 

4 

16 

21 

24.4 

8  a.  m.   to  4  p.  m. 

1 

1 

4 

33 

39 

45.4 

4  a.  m.    to  12  n. 

— 

_2 

4 

20 

26 

30.2 

Total  All 

Watches 

1 

4 

12 

69 

86 

100.0% 

In  addition,   there  are  six  civilian  personnel  consisting  of  one  clerk, 
one  parking  control  officer  and  four  station  officers. 


Company  Assignments 

The  existence  of  Southeast  Station  as  a  separate  company  with  its  own 
facility  engenders  assignments  to  the  following  positions  in  the  numbers 
indicated. 


Company  Commander 
Watch  Commander 
Permit  Officer 
Follow-up  Officer 
Station  Keeper 
Station  Officer 
Station  Duty  Officer 
Captain's  Clerk 


1  captain 

4  lieutenants 

60%  of  one  police  officer's  time 

40%  of  one  police  officer's  time 

4  sergeants 

4  station  officers 

2  police  officers 
1  clerk 
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Special  Details 

In  addition  to  the  permit/follow-up  officer,   Southeast  District  assigns 
officers  to  other  semi-permanent  details.     These  include  one  officer 
(uniformed)  who  works  abandoned  autos  in  the  district,   and  two  officers 
who  work  in  plain  clothes  as  a  burglary/ robbery  unit.    Two  other 
uniformed  officers  have  specialized  in  resolving  problems  in  the  schools 
in  the  district.      "While  these  officers  are  principally  involved  with  school 
problems,    it  is  said  that  when  they  are  not  working  in  this  capacity  they 
may  be  assigned  to  handle  other  calls  for  service  in  the  district. 


Vehicles 


Southeast  Station  is  assigned  nine  marked  sedans,    one  undercover  sedan, 
one  transportation  wagon,    one  three -wheel  motorcycle  and  two  Hondas. 
The  vehicles  were  equipped  similarly  to  those  previously  described  in 
Central  and  Southern  Districts. 
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■Mission  District  (Company  D) 


The  Mission  District  is  centrally  located  in  the  city.     It  is  mainly  a 
low  and  middle  income  high  density  residential  area.     As  such,    it 
suffers  from  the  kinds  of  social  and  police  problems  which  can  normally 
be  expected  to  be  found  under  these  circumstances,    including  juvenile 
gangs  and  the  problems  associated  with  drug  and  alcohol  use.      (In 
1976,    37.4%  of  all  arrests  for  violations  of  the  narcotic  drug  laws 
occurred  in  the  Mission  District). 


Incidence  of  Crime 

In  1976,    11.  9%  of  all  serious  crime  in  San  Francisco  occurred  in  the 
Mission  District.     The  following  table  shows  the  number  of  occurrences 
of  each  major  crime  in  the  district,   and  the  percentage  of  the  citywide 
total  constituted  by  that  number.  * 

Number  of 
Crime  Occurrences 


Murder,    Negligent  and 

Nonnegligent  Manslaughter 

18 

Rape 

66 

Robbery 

692 

Aggravated  Assault 

459 

Burglary 

2,816 

Grand  Theft 

1,  336 

Petty  Theft 

2,371 

Auto  Theft 

1,  511 

Total  Part  I 

9,269 

Part  I 

4,131 

Pe 

:rcent  of 

Citywide 

i  Total 

8. 

5 

10. 

3 

10. 

4 

13. 

5 

12. 

8 

8. 

2 

13. 

1 

14. 

5 

11. 

9 

12. 

8 

Total  Part  I  and  II  13,400  12.2 


Facility 

Mission  Station  is  located  at  1248  Valencia  Street,  a  busy  commercial 
thoroughfare.  The  station  was  constructed  in  1950.  It  is  a  one-story 
reinforced  concrete  structure  and  it  appears  to  be  in  fair  condition. 


Information  taken  from  CABLE,  --Incident  Activity  Report.     Monthly 
report  published  by  San  Francisco  Police  Department  containing 
various  reports  analyzing  Part  I  and  Part  II  crime  activity. 
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Although  Mission  is  one  of  the  larger  district  stations,    and  it  contains 
9,600  square  feet  of  space,    its  rated  manpower  capacity  is  listed  at  only 
150  officers,    55  more  than  are  presently  assigned  but  over  100  less 
than  will  be  required  of  a  new  Southeast  Area  facility. 


Parking 

Parking  is  already  a  problem  at  Mission  Station.      There  are  parking 
spaces  in  a  yard  at  the  rear  of  the  building  for  eight  units,    with 
parking  for  five  more  units  outside  on  San  Jose  Street.     The  spaces  on 
San  Jose  Street  are  painted  white  and  marked  "police  vehicles  only". 
The  curb  directly  in  front  of  the  building  is  painted  red  and  police 
vehicles  are  also  parked  here  when  other  spaces  are  filled. 


Recently,    Mission  Station  has  received  an  increased  number  of  vehicles 
in  preparation  for  an  influx  of  40  new  officers  who  will  undergo  a 
training  program  here.     In  order  to  accommodate  these  vehicles,   a 
portion  of  the  curb  in  front  of  the  businesses  across  the  street  from  the 
police  station,   has  been  painted  red  and  reserved  for  police  use. 
This  "solution"  to  the  parking  problem  denies    needed  parking  space  to 
local  merchants  and  makes  the  police  units  more  available  to  persons 
intent  on  sabotage  or  malicious  mischief.     It  also  serves  to  point  out 
the  limits  of  Mission  Station  (one  of  the  largest  and  newest  now  in 
existence)  with  respect  to  adding  additional    personnel. 


Communications 


Mission  Station  has  its  own  transmitter  from  which  it  dispatches  parking 
complaints  to  a  civilian  three-wheel  motorcycle  officer. 


Personnel 


The  following  sworn  personnel  were  assigned  to  Mission  Station  as  of 
April  14,  1977.  These  personnel  were  assigned  within  three  primary 
and  two  overlap  watches. 
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Police  Percent 

Captain  Lieutenant  Sergeant  Officer  Total  of  Total 


12  mid.   to  8  a.  m. 
8  a.  m.    to  4  p.  m. 
12  n.   to  8  p.  m. 
4  p.  m.    to  1  2  mid. 
8  p.  m.   to  4  a.  m. 

Total  All 
Watches 


1 

3 

16 

20 

21.  0 

1 

4 

25 

31 

32.6 

1 

6 

7 

7.4 

1 

3 

24 

28 

29.5 

1 

8 

9 

9.5 

11 


79 


95      100.0% 


In  addition,   there  are  seven  civilian  personnel  consisting  of  one  clerk, 
one  parking  control  officer  and  five  station  officers. 


Company  Assignments 

The  existence  of  Mission  Station  as  a  separate  company  with  its  own 
facility,    engenders  assignments  to  the  following  positions  in  the  numbers 
indicated. 


Company  Commander 
Watch  Commander 
Permit  Officer 
Follow-up  Officer 
Administrative  Aide 
Station  Keeper 
Station  Officer 
Station  Duty  Officer 
Captain's  Clerk 

Plain  Clothes  Details 


1 

4 

60%  of  one  police  officer's  time 

40%  of  one  police  officer's  time 

1 

4 

5 

2 

1 


There  are  six  officers  assigned  to  plain  clothes  details  in  the  Mission 
District.      Two  2-man  teams  work  robbery  and  burglary  on  the  day 
watch.     Another  two-man  team  divides  its  time  between  these  crimes 
on  the  evening  watch.     These  officers  were  supervised  by  the  permit 
officer,    who  was  a  sergeant.     However,   the  sergeant  was  returned 
to  field  duty  and  supervision  is  now  provided  by  watch  sergeants. 
The  officers  themselves  determine  which  locations  to  work  based 
on  their  knowledge  of  the  district  and  a  review  of  recently  reported 
crimes. 
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Vehicles 

Mission  Station  is  assigned  20  black  and  white  or  blue  and  white  units, 
two  unmarked  units,   a  three-wheel  motorcycle,   a  transportation 
wagon  and  two  light  motorcycles.     The  large  number  of  marked  units 
is  in  anticipation  of  an  influx  of  40  new  officers  who  will  be  undergoing 
an  extensive  training  program  at  this  station.      (This  subject  is  discussed 
at   greater  length  under  the  section  pertaining  to  training.  ) 
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Northern  District  (Company  E) 


Northern  District  is  located  in  the   north-central  portion  of  the  city. 
It  is  bounded  by  Central  District  on  the  east  and  by  the  Presidio  and 
Park  District  on  the  west.     The  main  streets  in  the  district  are  heavily 
commercial,    and  many  of  the  residential  areas  consist  of  apartment 
buildings.     As  with  the  other  two  northeastern  districts,    Northern 
District  is  plagued  by  complaints  about  drunks  and  panhandlers  from 
the  downtown  area. 


Incidence  of  Crime 

In  1976,    17.  6%  of  all  serious  crime  in  San  Francisco  occurred  in  the 
Northern  District.     The  following  table  shows  the  number  of   occurrences 
of  each  major  crime  in  the  district  and  the  percentage  of  the  citywide 
total  constituted  by  this  number.  * 


Crime 


Murder,    Negligent  and 

Nonnegligent  Manslaughter 
Rape 
Robbery 

Aggravated  Assault 
Burglary 
Grand  Theft 
Petty  Theft 
Auto  Theft 

Total  Part  I 

Part  II 

Total  Part  I  and  II  18,405  16.7 


The  large  number  of  apartment  houses  in  this  area  is  reflected  not  only 
in  the  high  apartment  burglary  rate,    (29.  5%  of  the  city  total)  but  also 
in  the  number  of  rapes,    (21.  2%)  and  residence  robberies  (33.  8%). 


Number 

of 

Pe 

rcent  of 

Occurrences 

Citywide  Total 

40 

18.8 

136 

21.2 

1,523 

22.9 

570 

16.  8 

3,681 

16.7 

3,228 

19.  8 

2,780 

15.4 

1,656 

15.9 

13,614 

17.5 

4,791 

14.9 

Information  taken  from  CABLE,  --Incident  Activity  Report.     A 

monthly  report  published  by  San  Francisco  Police  Department  containing 

various  reports  analyzing  Part  I  and  Part  II  crime  activity. 


4-21 


Facility 

Northern  Station  is  located  at  841  Ellis  Street.     It  was  constructed  in 
1920  and  was  used  as  a  school  for  seven  years  before  it  was  converted 
to  a  police  facility  in  1927.     The  present  facility  is  not  satisfactory. 
There  is  insufficient  parking  for  both  police  and  personal  vehicles. 
The  functional  arrangements  within  the  building  are  makeshift  and 
unsatisfactory  (cells  are  not  visible  to  station  personnel)  and  fresh 
paint  and  new  furniture  are  needed. 


Northern  District  is  one  of  the  districts  which  will  receive  an  influx 
of  new  officers  on  July  1,    1977.     The  officers  are  scheduled  to  undergo 
a  field  training  program  there.     When  the  training  program  begins, 
additional  units  will  have  to  be  assigned  to  the  district  and  street 
parking  of  police  units  will  be  increased. 


Communications 

Northern  Station  has  its  own  transmitter  and  parking  complaints 

are  dispatched  to  parking  control  officers  on  three-wheel  motorcycles. 


Personnel 

The  following  sworn  personnel  were  assigned  to  Northern  Station  as 
of  April  14,    1977.      They  are  assigned  within  three  primary  watches. 

Police  Percent 

Captain  Lieutenant  Sergeant  Officer  Total  of  Total 

12  mid.    to  8  a.  m. 

8  a.  m.   to  4  p.  m.  1 

4  p.  m.    to  1  2  mid. 

Total  All 

Watches  1  4  13  114         132       100.0% 

In  addition,   there  are  19  civilian  personnel,    consisting  of  one  clerk, 
two  parking  control  officers,   five  station  officers  and  11  building 
and  grounds  personnel. 


1 

3 

30 

34 

25.7 

1 

5 

44 

51 

38.7 

2 

5 

40 

47 

35.6 
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Company  Assignments 

The  existence  of  Northern  Station  as  a  separate  company  with  its  own 
facility  engenders  assignments  to  the  following  positions  in  the  numbers 
indicated. 


Company  Commander 
"IVatch  Commander 
Permit  Officer 
Follow-up  Officer 
Administrative  Aide 
Station  Keeper 
Station  Officer 
Station  Duty  Officer 
Captain's  Clerk 


1  captain 

4  lieutenants 

65%  of  one  police  officer's  time 

35%  of  one  police  officer's  time 

1  police  officer 

4  sergeants 

5  station  officers 

2  police  officers 
1  clerk 


The  building  and  grounds  personnel  monitor  the  entryways  to  City  Hall 
and  will  continue  to  do  so  regardless  of  the  existence  of  Northern  Station. 


Special  Details 

Four  officers  are  assigned  to  plain  clothes  activities  in  the  Northern 
District.     Two  officers  are  assigned  to  apartment  burglary  suppression 
on  the  day  watch  and  two  officers  are  assigned  to  work  street  crimes 
on  the  evening  watch. 


In  addition  to  the  two  civilian  parking  control  officers  who  resolve 
parking  complaints  during  the  day  watch,   there  are  two  sworn  officers 
who  work  parking  complaints  on  the  evening  watch.     Sworn  personnel 
are  assigned  to  work  the  evening  parking  control  assignments  because  of 
the  high  violent  crime  rate  in  this  district,    (civilian  parking  control 
officers  are  mostly  unarmed  women),   and  because  there  is  a  sufficient 
amount  of  work  to  justify  the  use  of  specialized  officers  rather  than 
beat  officers  for  this  function. 


Vehicles 


Northern  District  is  presently  assigned  ten  marked  patrol  units,    two 
unmarked  units,    one  transportation  wagon,   two  three-wheel  motorcycles 
and  four  light  motorcycles.     It  is  anticipated  that  the  number  of  marked 
patrol  units  will  increase  with  the  assignment  of  40  police  trainees  on 
July  1,    1977. 
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Park  District  (Company  F) 

Park  District  is  situated  in  the  north  central  section  of  the  city.      The 
district  is  primarily  residential  with  business  areas  comprised  of 
smaller  shops  and  service  businesses  catering  to  neighborhood  trade. 
The  population  is  largely  in  the  middle  income  group;  however,    it 
includes  the  very  wealthy,    residing  in  Pacific  Heights,   to  the  economically 
disadvantaged  living  in  the  southeastern  area. 


Incidence  of  Crime 

In  1976,    9.  1%  of  all  serious  crime  in  San  Francisco  occurred  in  the 
Park  District.     The   following  table  shows  the  number  of  occurrences 
of  each  major  crime  in  the  district  and  the  percentage  of  the  citywide 
total  constituted  by  this  number*. 


Crime 


Number 

of 

Percent  of 

Occurrences 

Citywide  Total 

24 

11.  3 

88 

13.7 

718 

10.  8 

352 

10.4 

2,357 

10.7 

1,179 

7.3 

1,458 

8.1 

924 

8.9 

7,100 

9.1 

2,870 

9.0 

Murder,    Negligent  and 

Nonnegligent  Manslaughter 
Rape 
Robbery 

Aggravated  Assault 
Burglary 
Grand  Theft 
Petty  Theft 
Auto  Theft 

Total  Part  I 

Part  II 

Total  Part  I  and  II  9,  970  9TT 


Park  District  is  assigned  9.  9%  of  the  total  number  of  sworn  personnel 
assigned  to  the  Patrol  Division. 


*  Information  taken  from  CABLE,  --Incident  Activity  Report.     A  monthly 
report  published  by  San  Francisco  Police  Department  containing  various 
reports  analyzing  Part  I  and  Part  II  crime  activity. 
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Facility 

Park  Station  is  a  two- story  wood  and  masonry  structure  built  in  1910. 
It  is  located  in  the  extreme  southeastern  corner  of  Golden  Gate  Park, 
adjacent  to  Kezar  Stadium.     The  ground  floor  consists  of  the  business 
office,   public  lobby,   line-up  room,    clerk's  office,    watch  commander's 
office,    captain's  office  and  one  office  used  by  the  sergeants  which  also 
accommodates  the  booking  procedure.     A  cell  block  containing  three 
cells  and  one  isolation  cell  is  located  adjacent  to  the  sergeant's  office. 
Only  two  cells  are  used  for  temporary  prisoner  detention.     One  cell 
and  the  isolation  cell  are  used  for  storage  facilities.     The  second  floor 
consists  of  a  locker  room  and  kitchen. 


Police  vehicle  parking  is  accommodated  in  a  fencedarea  at  the  front 
and  south  side  of  the  facility.     Employees  and  the  public  park  on  the 
unpaved  park  roadways  adjacent  to  the  station.      Parking  is  adequate 
for  present  purposes. 


Communications 

Park  Station  has  its  own  transmitter.     It  is  used  almost  exclusively  for 
dispatching  parking  complaints  as  is  the  case  in  other  district  stations. 


Personnel 

The  following  sworn  personnel  were  assigned  to  Park  Station  as  of 
April  14,    1977.      They  are  assigned  within  three  primary  watches  and 
two  overlap  watches. 

Police  Percent 

Captain  Lieutenant  Sergeant  Officer  Total  of  Total 


12  mid.    to  8  a.  m. 
8  a.  m.   to  4  p.  m. 
10  a.  m.   to  6  p.  m. 
4  p.  m.   to  12  mid. 
7  p.  m.   to  3  a.  m. 


1 
1 
1 

1 


3 
2 

2 
1 


15 

27 

2 

26 
6 


19 

31 

3 

29 
7 


21.3 

34.8 
3.4 

32.6 
7.9 


Total  All 
Watches 


76 


89       100.0% 
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In  addition  there  are  five  civilian  personnel  consisting  of  one  clerk, 
one  parking  control  officer  and  three  station  officers. 


Company  Assignments 

The  existence  of  Park  Station  as  a  separate  company  with  its    own 
facility  engenders  assignments  to  the   following  positions  in  the 
numbers  indicated. 


Company  Commander 
Watch  Commander 
Permit  Officer 
Administrative  Aide 
Station  Keeper 
Station  Officer 
Captain's  Clerk 


1  captain 

4  lieutenants 

15%  of  one  police  officer's  time 

75%  of  one  sergeant's  time 

4  sergeants 

4  station  officers 

1  clerk 


The  sergeant  who  acts  as  the  captain's  administrative  aide  also  performs 
supervisory  duties  when  personnel  constraints  require  it. 


Special  Details 

Four  officers  are  regularly  assigned  to  duty  in  plain  clothes  and 
unmarked  units  as  burglary  and  robber  prevention  teams.     The 
burglary  team  is  assigned  from  9  a.m.    to  5  p.m.,    Monday  through 
Friday.     The  robbery  team  works  from  3  p.m.   to  11  p.m.    with 
fluctuating  days  off.     Either  team  may  be  required  to  work  uniform 
patrol  duties  on  their  respective  watches  if  manpower  conditions 
so  dictate. 


Vehicles 


There  are  17  vehicles  assigned  to  Park  Station.     Nine  marked  patrol 
units,   two  unmarked  units,    one  transportation  van,    one    3-wheel 
motorcycle  and  four  light  motorcycles.     Vehicles  are  equipped  as 
previously  described  for  Central  District. 
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Richmond  District  (Company  G) 


Richmond  District  is  located  in  the  northwestern  section  of  the  city. 
The  district  is  bounded  on  the  north  by  the  Presidio,   on  the  west  by 
the  Pacific  Ocean  on  the  south  by  the  southern  boundary  of  Golden 
Gate  Park  and  on  the  east  by  Park  District.     The  Richmond  District 
is  predominately  a  middle  to  upper  economic  group  residential  area. 
Services  are  supplied  by  neighborhood  shopping  areas  scattered 
throughout  the  district.     A  substantial  portion  of  the  district  is 
composed  of  the  unpopulated  Golden  Gate  Park. 


Incidence  of  Crime 

In  1976,    6.4%  of  all  serious  crimes  in  San  Francisco  occurred  in 
the  Richmond  District.     The  following  table  shows  the  number  of 
occurrences  of  each  major  crime  in  the  district  and  the  percentage 
of  the  citywide  total  constituted  by  this  number.  * 

Number  of  Percentage  of 

Crime  Occurrences         Citywide  Total 

Murder,    Negligent  &  Non-Neg  18  8.  5 

Manslaughter 
Rape 
Robbery 

Aggravated  Assault 
Burglary 
Grand  Theft 
Petty  Theft 
Auto  Theft 

Total  Part  I 
Part  II 

Total  Part  I  and  II  6900  6.  3 


51 

7.9 

267 

4.0 

133 

3.9 

1573 

7.1 

817 

5.0 

1407 

7.8 

682 

6.5 

4948 

6.4 

1952 

6.1 

-Information  taken  from  CABLE, --Incident  Activity  Report, 
A  monthly  report  published  by  San  Francisco  Police  Department 
containing  various  reports  analyzing  Part  I  and  Part  II  crime  activity. 
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Facility 

The  Richmond  facility,   located  at  461  6th  Avenue,   is  a  one-story  brick 
and  concrete  structure  built  in  1912.     A  two-story  building  at  the  rear 
of  the  facility  which  was  originally  a  stable,   now  serves  as  a  combi- 
nation storage  area  and  parking  garage  for  police  vehicles.     There  is 
adequate  parking  available  for  both  police  units  and  employee  vehicles. 
The  present  facility  has  approximately  5,600  square  feet  of  usable 
space.     It  is  presently  equipped  to  handle  a  capacity  of  120  persons. 
The  station  has  its  own  transmitter  which  is  used  principally  for 
dispatching  parking  complaints. 


Personnel  Assignments 

The  following  sworn  personnel  were  assigned  to  Richmond  Station 
as  of  April  14,    1977.      These  personnel  were  assigned  within  three 
primary  watches  and  one  overlap  watch. 


Police  Percent 

Captain  Lieutenant  Sergeant  Officer  Total  of  Total 


1  2  mid.    to  8  a.  m. 

8  a.  m.   to  4  p.  m.  1 

4  p.m.    to  1  2  mid. 

7  p.  m.    to  3  a.  m. 


1 
1 
1 

1 


3 

14 

18 

25.0 

3 

21 

26 

36.1 

3 

18 

22 

30.6 

5 

6 

8.3 

Total  All 
Watches 


58 


72        100.0% 


In  addition  there  are  six  civilian  personnel  consisting  of  one  clerk, 
one  parking  control  officer  and  four  station  officers. 


Company  Assignments 

The  existence  of  Richmond  Station  as  a  separate  company  with  its 
own  facility,   engenders  assignments  to  the  following  positions  in  the 
numbers  indicated. 
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Company  Commander 
Watch  Commander 
Permit  Officer 
Station  Officer 
Captain's  Clerk 


-  1  Captain 

-  4  Lieutenants 

-  10%  of  one  police  officer's  time 

-  4  Sergeants 

-  1  Clerk 


Special  Details 

Six  officers  are  assigned  to  plain  clothes  duty  in  the  supression  of 
selected  felony  crimes.     Four  are  assigned  from  8  a.  m.  to  4  p.  m. 
and  are  concerned  principally  with  residential  burglaries.     The  other 
two  are  assigned  from  4  p.  m.   to  12  mid.   and  are  concerned  principally 
with  robberies.     Each  team  is  responsible  for  analyzing  crime  reports 
and  maintaining  pin  maps  of  other  specialties.     Team  members  may 
be  assigned  to  uniformed  patrol  duties  at  the  discretion  of  the  watch 
commander. 


Two  fixed  posts  are  maintained  by  the  Richmond  District.     The  first 
consists  of  guard  duty  at  the  residence  of  a  county  supervisor  on  a 
24-hour  basis.     The  other  is  a  "fire  watch"  at  the  police  stable  in 
Golden  Gate  Park  between  12  mid.    and  8  a.m.      This  post  is 
reportedly  usually  filled  by  personnel  on  light  duty  status. 


Comment 


Standing  a  fire  watch  at  a  stable  is  hardly  a  position  which  requires  the 
talents  of  a  city  police  officer.     Even  though  personnel  on  light  duty 
may  be  filling  the  position  now,    there  are  many  hours  when  officers 
not  on  light  duty  are  required  to  fill  it.     Other  stable  personnel  are 
assigned  to  the  Crime  Specific  Task  Force,    and  stablemen  are  on  duty 
up  to  2400  hours.     If  it  is  appropriate  that  a  fire  watch  be  maintained 
all  night  long,    then  it  should  be  maintained  by  stable  personnel. 
However,    a  reevaluation  of  this  need  may  indicate  that  it  can  be 
satisfied  by  requiring  that  regular  checks  be  made  by  patrol  units 
assigned  to  this  beat. 


Vehicles 


There  are  17  vehicles  assigned  to  Richmond  Station.      These  include  8 
marked  patrol  units,    three  unmarked  units,    one  van  (transportation 
wagon),    a  three  wheel  motorcycle  and  four  light  motorcycles.     All 
vehicles  except  the  light  motorcycles  are  equipped  with  radios. 
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Ingleside  District  (Company  H) 


The  Ingleside  District  covers  the  south-central  portion  of  the  city. 
The  district  is  heavily  residential  and  economically  mixed,    consisting 
of  families  with  the  highest  and  lowest  incomes.     There  are  five 
high  schools  in  Ingleside  and  delinquent  youth  activities  create  one  of 
the  district's  greatest  problems. 


Incidence  of  Crime 

In  1976,    9.  5%  of  all  serious  crime    in  San  Francisco  occurred  in  the 
Ingleside  District.     The  following  table  shows  the  number  of  occurrences 
of  each  major  crime  in  the  district  and  the  percentage  of  the    citywide 
total  constituted  by  this  number*. 


Number 

of 

Pe 

rcent  of 

Crime 

Occurrences 

Citywide 

Total 

Murder,    Negligent  and 

Nonnegligent  Manslaught 

er           24 

11. 

3 

Rape 

52 

8. 

1 

Robbery 

478 

7. 

2 

Aggravated  Assault 

335 

9. 

9 

Burglary 

2,868 

13. 

0 

Grand  Theft 

952 

5. 

9 

Petty  Theft 

1,364 

7. 

5 

Auto  Theft 

1,284 

12. 

3 

Total  Part  I 

7,357 

9. 

5 

Part  II 

3,364 

10. 

5 

Total  Part  I  and  II 

10,721 

9. 

8 

Ingleside's  heavy  residential  emphasis  is  reflected  in  its  burglary  rate. 
While  only  13%  of  the  total  of  all  burglaries  occur  in  this  district, 
33%  of  all  residence  burglaries  occur  here. 


*  Information  taken  from  CABLE,  --Incident  Activity  Report.     A  monthly 
report  published  by  San  Francisco  Police  Department  containing  various 
reports  analyzing  Part  I  and  Part  II  crime  activity. 
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Facility 

The  police  facility,    a  two-story  structure,    is  located  in  Balboa  Park. 
One  part  of  the  building  is  set  aside  and  is  used  by  the  Department  of 
Parks  and  Recreation  as  a  locker  room  for  a  soccer  club.      The 
remaining  portion,   constituting  the  police  department,  is  fenced  around 
wiui  a  high  chain  link  fence.     Parking  facilities  are  adequate  at  the 
Ingleside  Station.     The  headquarters  itself  was  built  in  1910  and 
although  very  old,   it  was  neat  and  clean  inside.     The  station  has  its 
own  transmitter  and  dispatches  parking  control  assignments  to  a 
civilian  three -wheel  motorcycle  officer. 


Personnel  Assignments 

The  following  sworn  personnel  were  assigned  to  Ingleside  Station 
as  of  April  14,    1977.      They  are  assigned  within  three  primary 
watches  and  one  overlap  watch. 


12  mid.   to  8  a.  m. 
8  a.  m.   to  4  p.  m. 
4  p.  m.   to  1  2  mid. 
7  p.  m.    to  3  a.  m. 


Police  Percent 

Captain  Lieutenant  Sergeant  Officer  Total  of  Total 


4 

18 

23 

21.3 

3 

31 

36 

33.  3 

4 

37 

42 

38.9 

6 

7 

6.5 

Total  All 
Watches 


11 


92         108       100.0% 


In  addition,   there  are  six  civilian  personnel  consisting  of  one  clerk, 
one  parking  control  officer  and  four  station  officers. 


Company  Assignments 

The  existence  of  Ingleside  Station  as  a  separate  company  engenders 
assignments  to  the  following  positions  in  the  numbers  indicated. 


Company  Commander 
Watch  Commander 
Permit  Officer 
Station  Keeper 
Station  Officer 
Station  Duty  Officer 
Captain's  Clerk 


1  captain 

4  lieutenants 

15%  of  one  officer's  time 

4  sergeants 

4  station  officers 

1   officer 

1  clerk 
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Special  Details 

Four  men  in  the  Ingleside  District  are  assigned  to  plain  clothes  patrol 
duty  in  suppression  of  selected  felonies.     Two  men  are  assigned  on 
the  day  watch  as  an  anti- residence  burglary  team  and  two  men  are 
assigned  from  4  p.m.   to  1  2  mid.    as  an  anti-robbery  unit.     In  addition, 
Ir.^leside  District  is  required  to  provide  officers  to  guard  the  residences 
of  four  city  officials  on  a  24-hour  basis.     This  detail  requires  a  total 
of  405  man  days  each  month.     When  the  detail  was  first  established, 
this  manpower  was  withdrawn  from  the  regularly  assigned  complement 
of  the  district.     However,   additional  officers  were  recently  added  in 
response  to  citizen  complaints  about  lack  of  service. 


Vehicles 


Ingleside  District  is  assigned  ten  marked  patrol  units,   two  undercover 
units,    one  transportation  wagon,    one  three-wheel  motorcycle,    and 
three  light  motorcycles.     Vehicles  are  similarly  equipped  to  those 
discussed  under  Central  District. 


4-32 


Taraval  District  (Company  I) 


Taraval  District  is  located  in  the  southwest  corner  of  the  city.     The 
district  is  devoted  principally  to  residences,   mostly  occupied  by  middle 
to  upper  income  families.     Commercial  establishments  are  generally 
liiiiited  to  neighborhood  shopping  and  services. 


Incidence  of  Crime 

In  1976,    5.  9%  of  all  serious  crime  in  San  Francisco  occurred  in  the 
Taraval  District.     The  following  table  shows  the  number  of  occurrences 
of  each  major  crime  in  the  district  and  the  percentage  of  the  citywide 
total  constituted  by  this  number.  * 


Crime 


Murder,    Negligent  and 

Nonnegligent  Manslaughter 
Rape 
Robbery 

Aggravated  Assault 
Burglary 
Grand  Theft 
Petty  Theft 
Auto  Theft 

Total  Part  I 

Part  II 

Total  Part  I  and  II 


Taraval  District  is  assigned  8.  8%  of  the  manpower  available  for 
assignment  to  patrol.      This  would  appear  to  be  a  disproportionate 
assignment  based  on  a  casual  review  of  the  nature  and  quantity  of 
crime  which  occurs  in  this  district.     However,   judgement  in  this 
area  will  be  reserved  until  hard  workload  data  becomes  available 
later  in  the  year. 


Number  of 

Percent  of 

Occurrences 

Citywide  Total 

21 

9.9 

31 

4.8 

241 

3.6 

124 

3.7 

1,395 

6.3 

718 

4.4 

1,210 

6.7 

855 

8.2 

4,595 

5.9 

2,406 

7.5 

7,001 

6.4 

*  Information  taken  from  CABLE,  --Incident  Activity  Report.     A  monthly 
report  published  by  San  Francisco  Police  Department  containing  various 
reports  analyzing  Part  I  and  Part  II  crime  activity. 
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Facility 

The  Taraval  facility  is  located  at  2349  24th  Avenue.     It  is  one  of  the 
best  of  the  older  buildings  presently  in  existence.     Constructed  in 
1927,   it  is  well  maintained  and  is  one  of  the  few  facilities  which  provides 
a  view  of  the  prisoners'  cells  from  the  booking  area.     There  is  space 
which  could  be  designed  to  accommodate  a  larger  number  of  personnel 
in  the  Taraval  facility.     However,   parking  would  be  a  problem  as  there 
is  only  enough  parking  space  to  accommodate  existing  vehicles. 


Personnel 

The  following  sworn  personnel  were  assigned  to  Taraval  Station  as 
of  April  14,    1977.     They  are  assigned  within  three  primary  watches. 


Police  Percent 

Captain  Lieutenant  Sergeant  Officer  Total  of  Total 


12  mid  to  8  a.  m. 

1 

3 

15 

19 

25.4 

8  a.  m.    to  4  p.  m. 

1 

1 

3 

20 

25 

33.3 

4  p.m.    to  1  2  mid. 



_2 

_4 

25 

31 

41.3 

Total  All 

Watches 

1 

4 

10 

60 

75 

100.  0% 

In  addition  there  are  six  civilian  personnel  including  one  clerk,    one 
traffic  control  officer  and  four  station  officers. 


Company  Assignments 

The  existence  of  Taraval  Station  as  a  separate  company  with  its  own 
facility  engenders  assignments  to  the  following  positions  in  the 
numbers  indicated. 


Company  Commander 
Watch  Commander 
Permit  Officer 
Follow-up  Officer 
Administrative  Aide 
Station  Keeper 
Station  Officer 
Captain's  Clerk 


1  captain 

4  lieutanants 

15%  of  one  police  officer's  time 

45%  of  one  police  officer's  time 

40%  of  one  police  officer's  time 

4  sergeants 

4  station  officers 

1   clerk 
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Special  Details 

Four  officers  are  detailed  to  plain  clothes  details  in  two  2-man  teams. 
One  team  works  residence  burglaries  on  the  day  watch  while  the  other 
concentrates  on  robberies  on  the  evening  watch.     Both  teams  may  be 
used  as  uniformed  patrolmen  at  the  discretion  of  the  watch  commander. 


Vehicles 


There  are  18  vehicles  assigned  to  Taraval  Station.     These  include  ten 
marked  patrol  units,   two  undercover  units,   one  transportation  van, 
one  three-wheel  motorcycle  and  four  light  motorcycles.     Vehicles  are 
equipped  similarly  to  those  described  in  Central  District. 
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Supervision  in  Patrol 


The  first  line  supervisor  is  the  key  man  in  the  organization.     The 
degree  of  success  with  which  the  department  progresses  toward 
goal  achievement  is  largely  attributable  to  him.     The  department 
rnuot  maintain  a  constant  awareness  of  the  critical  nature  of  his 
role  and  provide  support  to  facilitate  the  supervisory  function. 


In  the  San  Francisco  Police  Department,    98  sergeants  are  assigned 
to  supervise  742  police  officers  in  the  Patrol  Division.      This 
amounts  to  an  average  span  of  control  of  7.6  officers  per  supervisor, 
not  unreasonable  by  most  standards.      However,    two  factors  combine 
to  dilute  these  rates: 

-  One  sergeant  is  assigned  as  a  station  keeper  inside  the 
station  in  each  district  on  each  watch.      This  practice 
reduces  the  total  available  sergeants  for  field  duty  by  41. 
(Nine  stations  x  4.  6  sergeants  =  41.4.) 

-  Sergeants  are  not  distributed  to  each  district  station  in  pro- 
portion to  the  number  of  police  officers  assigned  there;  e.g., 
Central  Station,    with  115  officers,    is  assigned  11  sergeants, 
while  Taraval  Station,    with  60  officers,    is  assigned  10,    and 
Southeast  Station,    with  69  officers,    is  assigned  12. 

For  example:    the  results  of  these  disparities  can  be  observed  when 
the  station  keepers  are  deducted  from  Central  District's  11  allocated 
sergeant   positions.      The  span  of  control  jumps  from  10.4  officers 
per  sergeant  to  17.8  officers  per  sergeant.      (11   -4.6  =  6.4. 
114+  6.4  =  17.8.  ) 


Inasmuch  as  a  workload  study,    based  upon  consumed  time,    has  not 
been  conducted,    it  is  not  possible  to  say  if  the  police  officers  have 
been  assigned  to  the  districts  in  proportion  to  workload.     However, 
it  does  appear  that  supervisors  are  assigned  to  the  districts  without 
regard  for  the  number  of  patrolmen  working  in  those  districts. 


Another  problem  on  the  department  is  the  reluctance  of  supervisors 
to  supervise.     District  commanders  have  stated  that  supervisors 
seldom  bring  supervisory  problems  to  their  attention,    and  it  is 
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not  difficult  for  an  observer  to  notice  some  of  the  signs  of  a  lack  of 
supervision.      These  include: 

-  On-duty  patrol  officers  with  the  odor  of  an  alcoholic  beverage 
on  their  breath.     (It  was  reported  that  it  was   "expected"  in 
some  places  that  patrol  officers  would  "get  a  little  heat  on".  ) 

-  Dirty  and  unkempt  patrol  vehicles. 

-  Failure  of  patrol  officers  to  follow  uniform  regulations. 

-  Failure  of  patrol  officers  to  follow  basic  safety  procedures; 
e.g.,  check  vehicle  for  discarded  weapons  or  contraband  at 
the  start  of  the  watch. 


In  the  Patrol  Division  it  was  noted,    in  many  instances,    that  there 
does  not  appear  to  be  strong  direction  and  control  emanating  down- 
ward from  the  district  commander  through  the  lieutenants,    the 
sergeants,    and  to  the  field  officers.      Sergeants  do  not  follow-up 
regularly  on  calls  assigned  to  their  officers. 


At  the  present  time,    supervisors  in  most  districts  are  not  required 
to  submit  any  kind  of  activity  or  supervisory  reports.      There  is  a 
supervisory  contact  form  used  by  four  out  of  the  nine  districts. 
However,    the  form  lists  only  the  names  of  officers  contacted  and 
the  time  at  which  they  were  contacted.      There  is  no  statement  as  to 
why  the  contact  was  made  or  of  what  occurred  during  the  contact. 


It  is  generally  expected  that  every  supervisor  will  make  himself 
available  to  respond  to  calls  for   supervisory  assistance  and  will,    on 
his  own  initiative,    respond  to  the  scene  of  major  incidents.      With 
respect  to  routine  follow-up  on  officers'  calls  to  observe  their  con- 
duct in  handling  investigations  and  incidents,    each  supervisor  is 
again  left  to  his  own  initiative.      Such  follow-up  on  routine  cases  is 
reportedly  generally  not  made. 


Each  supervisor  is  also  left  to  his  own  initiative  to  follow-up  and 
give  special  attention  to  the  work  bein^  performed  by  probationary 
employees.      It  is  reported  that  the  extent  of  this  type  of  supervision 
varies  from   supervisor  to  supervisor.      No  downward  pressure  is 
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being  exerted  on  the  field  supervisors  to  insure  that  routine  day-to-day- 
supervision  is  exercised  over  probationary  and  regular  employees. 
Because  of  the  seniority  system,    the  problem  of  supervision  over  the 
probationary  officers  is  especially  acute,    since  probationary  officers 
generally  work  on  the  night  watch  and  are  supervised  by  the  least 
experienced  supervisors. 


Evaluation 

Supervision  on  the  San  Francisco  Police  Department  must  improve 
before  the  department  can  begin  to  meet  its  obligation  to  provide 
effective  police  service  to  the  city.     In  order  to  achieve  this  most 
important  objective,    several  changes  must  occur. 


Supervisors  must  begin  to  make  their  presence  known  to  their 
personnel,    and  start  to  actively  supervise  field  activities.      It  was 
stated  that  officers  were  not  regularly  supervised  because  they 
already  knew  what  to  do  and  resented  supervision.      The  department, 
however,    continues  to  experience  a  high  level  of  citizen  dissatisfaction 
with  the  manner  in  which  officers  are  doing  their  jobs,    and  proportion- 
ately,   smaller  numbers  of  major  crimes  are  cleared  in  San  Francisco 
then  in  other  major  cities  in  the  state. 


The  district  command  staff  and  supervisors  should  know  the  quality 
of  performance  of  each  individual  officer.     When  supervisors  do  not 
regularly  follow-up  on  the  activities  of  their  officers,    and  the  officers 
themselves  are  not  required  to  account  for  their  activities,    then  the 
potential  exists  that  some  officers  will  not  function  efficiently  nor 
effectively,    and  allow  others  to  carry  the  load. 


One  supervisor,    when  queried  as  to  how  this  situation  could  be  avoided, 
stated  that  the  beat  officers  knew  who  was  working  and  who  wasn't,    and 
that  if  someone  was   "dogging  it",    the  situation  would  be  resolved  by 
locker  room  peer  pressure.      The  naivete  of  this  statement  is  apparent 
to  anyone  who  has  experienced  the  situation  in  question.     Firm  super- 
visory control  must  be  demonstrated  to  assure  that  each  officer 
performs  his  work  in  the  best  possible  manner. 


Information  on  the  number  of  arrests  made,    citations  issued,    and 
reports  prepared  by  each  officer,    is  already  in  the  computer  system, 
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but  the  information  is  not  available  in  summary  form  for  the 
district  commanders.      The  computer  should  be  programmed  to 
provide  commanders  and  supervisors  with  monthly  reports  on  the 
number  and  kind  of  activities  which  each  officer  completed  during 
the  previous  month.      This  includes  summary  of  arrests  (felony 
and  misdemeanor),    citations  issued,    and  crime  and  incident  reports 
sutmitted.     All  unnumbered  reports  (what  is  now  the  Lab  six) 
should  also  be  tabulated  to  provide  summaries  on  each  officer.     Work 
information  is  essential  before  a  supervising  sergeant  can  discuss 
field  activities  with  his  officers. 


Other  changes  -which  should  occur  to  strengthen  supervision  on  the 
department  include: 

-    Equitable  allocation  of  supervisors  to  the  district  stations, 
based  upon  the  number  of  officers  to  be  supervised  and  the 
need  for  supervision  (e.  g. ,    newer  officers  require  more 
supervision  than  those  who  are  more  experienced.      Under 
the  present  seniority  system,    that  means  assigning  qualified 
supervisors  equitably  to  all  watches.  ) 

Requirement  of  accountability  from  supervisors  for  the 
effective  discharge  of  the  authority  which  they  have  been 
delegated. 


The  appointment  of  temporary  supervisors,    under  the  conditions  of 
their  appointment,    is  inimical  to  the  interests  of  effective  super- 
vision.     Temporary  supervisors  are  offered  appointments  strictly 
on  a  seniority  basis  without  regard  for  temperament  or  ability. 
It  is  not  surprising  that  supervisors  who  have  been  appointed  in  this 
manner  are  innefective. 


The  department  should  strive  for  more  effective  day-to-day  super- 
vision of  patrolmen  by  requiring  each  field  supervisor  to: 

-  Submit  a  daily  report  highlighting  activities  during  the  watch, 
and  including  all  supervisory  contacts  and  observations  made. 

-  Make  frequent  follow-ups  on  calls  and  traffic   stops  being 
handled  by  patrolmemin  order  that  he  may  observe  the  conduct 
of  officers  and  more  properly  evaluate  their  work  capabilities 
and  compliance  to  policies  and  procedures. 
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Give  special  emphasis  to  follow-up  and  evaluation  of  work 
being  performed  by  probationary  officers. 


Recommendations 

Assign  patrol  supervisors  to  districts  based  on  the 
number  of  patrol  officers  to  be  supervised. 


Provide  command  and  supervisory  personnel  with 
monthly  information  on  individual  workload,    including 
number  of  arrests  made,    citations  issued,    and  calls- 
for-service  handled. 


By  departmental  order,    delineate  the  specific  duties  of  a 
field  supervisor.     Hold  supervisors  acccountable 
for  carrying  out  these  duties. 


Require  an  increase  in  the  level  of  day-to-day  field 
supervision  contacts. 


Require  that  supervisors  submit  daily  reports. 
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Footbeats 


The  patrol  districts  of  the  San  Francisco  Police  Department  are 
policed  primarily  by  radio  car  officers.     Foot  patrol  is,   however, 
utilized  to  some  degree  by  all  of  the  districts,    except  Richmond  and 
Taraval,   to  provide  intensive  police  coverage  for  selected  areas. 
Generally,   foot  patrol  service  is  reserved  for  either  densely  populated 
high  street  crime  areas  or   heavily  frequented  retail  business  districts. 


The  number  of  designated  foot  beats  vary  widely  from  district  to 
district.     Central  has  the  most,    14,   followed  by  Northern  with  seven, 
Mission  5,    Southern,    Southeast  and  Ingleside  with  three  each  and 
Park  with  one.      The  number  of  designated  beats  have  little  to  do  with 
the  number  actually  covered.     Central  with  14  normally  covers  only 
six,    which  are  usually  doubled,   actually  amounting  to  three  primary 
beats. 


Every  district  providing  foot  beat  service  has  one  or  more  beats  that 
are  regularly  manned  during  the  daylight  hours,   anywhere  from  five 
to  seven  days  per  week.     Additionally,    a  few  districts  regularly  cover 
some  beats  on  the  night  watch  and  one,   Central,   provides  around  the 
clock  beat  coverage  in  the  Tenderloin  area. 


Policy  dictates  the  minimum  number  of  radio  cars  that  must  be 
assigned  to  each  watch  at  the  district  stations.     Foot  beat  utilization, 
however,    is  strictly  a  district  decision. 


Following  is  a  brief  description  of  the  various  district  foot  beat 
programs. 

Central 


Three  beats  are  normally  covered  around  the  clock: 

-  Beat  1  and  2  -  Tenderloin  area 
Beat  6  and  7  -  Chinatown 

-  Beat  12  and  13  -  Fisherman's  Wharf 
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Beat  1  and  2  is  a  two-man  beat  day  and  night  while  6  and  7,    and    12 
and  13  are  one-man  assignments  on  the  day  watch.      The  Union  Square 
area,   beat  3  and  4,    is  also  covered,    if  manpower  permits. 


Northern 

There  are  seven  designated  beats;  however,    only  one  is  regularly 
covered.     Its  area  includes  the  City  Hall,    and  it  is   manned  by  one 
officer  Monday  through  Friday,   8  a.m.   to  4  p.m.      The  remaining 
beats  are  covered  on  individual  watch  priority,    if  sufficient  manpower 
is  available. 


Mission 

There  are  five  designated  beats  within  the  district.     One,    41,    is 
normally  covered  Monday  through  Friday  8  a.m.    to  4  p.m.     The  same 
beat  may  be  covered  occasionally  on  the  night  watch,    in  which  case 
it  is  combined  with  beat  42.     During  daylight  hours  one  man  is 
assigned  to  a  beat.     Two  men  are  assigned  at  night.     Seldom  are 
there  enough  personnel  to  cover  the  remaining  beats. 


Southern 


There  are  three  beats,    all  of  which  are  covered  on  the  day  watch, 
Monday  through  Saturday.     All  are  two-man  assignments  regardless 
of  hours  covered.      Two  beats  are  on  Market  Street,    one  is  the  Sixth 
Street  area. 


Southeast 


There  are  three  beats  covered  on  the  day  watch  Monday  through  Friday 

10  a.m.    to  6  p.m.     All  are  two-man  beats.     Nightime  coverage  is 
based  on  availability  of  manpower. 


Ingle  side 

There  are  three  beats,    one  of  which  is  covered  seven  days  a  week  from 

8  a.  m.    to  12  mid.     A  second  is  covered  about  75%    of  the  time  while  the 
third  is  only  occasionally  covered.     Beat  officers  work  solo  on  days  and 
in  pairs  at  night. 
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Park 


There  is  one  beat  normally  covered  on  the  day  and  night  watch  seven 
days  a  week.     Coverage  is  also  provided  on  the   morning  watch  if 
manpower  permits.      Two  men  are  assigned  regardless  of  watch  hours. 


Evaluation 

During  the  past  few  decades  many  larger  police  departments  have 
evaluated  the  time  honored  practice  of  foot  patrol.     Most  have  significantly 
reduced  the  number  of  personnel  dedicated  to  foot  patrol,    opting  for 
increased  motorized  patrol  in  order  to  provide  police  service  to  larger 
segments  of  the  population.     While  it  is  acknowledged  that  some  areas 
in  highly  urbanized  settings  may  require  the  constant  presence  of 
uniformed  officers,   which  can  only  be  provided  through  foot  patrol, 
many  beats  can  and  should  be  covered  by  patrol  cars.     The  assignment 
of   a  highly  paid  police  officer  to  small  geographic  areas,    is  an  expensive 
luxury  that    should  be  reserved  for  only  the  most  select  situations. 
Assignment  based  on  historical  significance,    special  interest  group 
pressure  and  other  such  rationale  should  be  closely  scrutinized. 


Each  district  should  institute  an  evaluative  study  of  each  foot  beat  to 
determine  what,    if  any,    impact  foot  patrol  is  having  on  the  crime 
problem  on  a  given  beat.     This  may  require  discontinuing  foot  patrol 
for  a  measured  time  then  reinstating  it  in  order  to  make  the  necessary 
comparisons.     The  study  may  indicate  the  total  abandonment  of  a  beat 
or  possibly  a  reduction  in  the  number  of  days  or  hours  that  coverage  is 
required. 


Consultants  were  informed  that  some  districts  occasionally  assign 
officers  to  beats  not  regularly  covered  only  because  of  a  shortage 
of  vehicles.     While  this  is  not  the  rule,   any  such  occasions  should  be 
documented  in  order  to  support  budgetary  requests  for  additional 
patrol  vehicles.      Presently  foot  patrol  assignment  is  the  prerogative  of 
individual  district  commanders  and  watch  commanders.     While  this  is 
proper  exercise  of  district  authority,    it  is  no  less  important  to  the 
Patrol  Bureau  commander  than  radio  car  assignments  which  are  monitored 
by  the  bureau. 
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After  district  evaluation,   the  continued  need  for  foot  beats  should  be 
documented  and  provided  to  the  Patrol  Bureau  commander  for  review. 
Bureau  approval  should  be  withheld  in  those  cases  where  documentations 
fail  to  adequately  support  the  needs. 


Recommendations 

Require  each  district  station  commander  to  evaluate 
existing  foot  beats  as  to  number  of  arrests,    services 
provided,   and  the  effect  of  the  foot  officers  presence 
in  the  suppression  of  crime  and  disorder,   to  determine 
their  value. 
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Rotation  of  Shifts 


In  order  to  provide  full  patrol  coverage  it  is  necessary  that  police 
personnel  be  assigned  around  the  clock.     In  the  Patrol  Division 
officers  are  presently  assigned  to  shifts  on  the  basis  of  seniority. 
It    -orks  out  that  most  of  the  experienced  officers  work  the  day 
(second)  shift,    which  is  usually  considered  most  desirable,    and  the 
new  and  less  experienced  are  assigned  to  the  night  or  early  morning 
(first  and  third)  shifts,    which  are  less  desirable,    especially  the 
first  shift.      This  creates  a  layered  arrangement,    in  which  the 
experienced  officers  remain  together  and  the  lesser  experienced 
are  grouped  together.     A  young  officer,    low  on  the  seniority  list, 
may  work  the  night  shifts  for  many  years.      The  lack  of  rotational 
movement  between  shifts  tends  to  impose  on  some  officers  a  feeling 
of  isolation,    and  in  time  inhibits   communication.      The  seniority 
arrangement  of  shift  assignment  is  detrimental  to  the  quality  of 
police  patrol  service  in  San  Francisco. 


A  rotation  system  by  shift  is  most  desirable  for  several  reasons. 
In  the  long  term  it  is  fair  and  equitable  to  all  members.      It  allows 
on  each  shift  for  the  mixture  of  experienced  officers  working  with 
the  less  experienced.     Movement  through  the  shift  cycle  exposes  the 
officers  to  diversified  experiences.     It  provides  a  broader  perspec- 
tive of  the  total  patrol  responsibility,    and  gives  the  supervisory  and 
command  officers  the  opportunity  to  evaluate  the  officers  in  varied 
situations. 


Dividing  the  year  into  four   13  week  time    frames  provides  an 
equitable  work  pattern  for  personnel  assignment.     Distribution  of 
the  patrol  force  personnel  by  shift  now  averages  23.8%  on  the  First 
Shift  (1Z  midnight  to  8  a.m.),    37.8%  on  the  Second  Shift  (8  a.m.    to 
4  p.m.),    and  38.4%  on  the   Third  Shift  (4  p.m.    to  1 2  midnight).      An 
officer  would  therefore  work  the  First  Shift  about  once  a  year  or 
less.      The  division  commander  may  make  exceptions  for  a  member 
who  must  work  a  particular   shift  for  reasons  of  (1)  health,    (2)  family 
hardship,    or  (3)  education  scheduling. 


It  is  desirable  to  have  the  shift  period  change  at  the  beginning  of  a 
new  week.      This  permits  better   scheduling  for  days  off.      The  13  week 
cycle  permits  four  three-week  vacation  schedules  in  one  shift  period, 
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reducing  the  problem  of  vacations  overlapping  into  other  shift  periods. 
If  shift  periods  are  projected  for  the  entire  year,    and  vacations  are 
drawn  within  the  scheduled  periods,    greater  control  can  be  maintained 
over  personnel  use  and  distribution. 


Recommendations 


Rotate  shifts  at  13  week  intervals, 


Start  shift  period  on  first  day  of  the  week. 
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Two-Man  Cars 


Two-man  patrol  cars  are  used  predominantly  in  San  Francisco.     In 
August,    1974  the  Police  Commission  enacted  permanent  order  #16. 
This  order  stated,    in  effect,   that  due  to  the  excessive  violence  in 
tiie  city  and  for  the  safety  of  department  personnel,    district  com- 
manders would  use  two-man  cars  unless  community  and  patrol  con- 
ditions clearly  dictated  otherwise. 


Some  of  the  variables  which  must  be  taken  into  account  by  the  district 
commanders  are: 

Hostility  level  in  the  community 

Threats  of  violence  received 

The  time  of  day  during  which  the  patrol   occurs 

The  availability  of  back-up  units 

The  desires  and  feelings  of  the  officers. 


In  point  of  fact,   two-man  units  are  now  used  almost  exclusively  on 
all  watches  in  every  district  in  the  city  except  Taraval. 


Evaluation 

The  effectiveness  and  economy  of  one-man  patrol  cars  have  been 
amply  demonstrated  over  the  years  in  many  locations.      However, 
there  are  certain  conditions  under  which  two-man  patrol  car  opera- 
tions are  advisable.      Some  of  these  conditions  are  expressed  in  per- 
manent order  #16.     The  most  effective  utilization  of  patrol  manpower 
would  entail  the  use  ot  one-man  patrol  cars  with  two-man  cars 
assigned  to  patrol  specific  areas  where  there  is  a  demonstrated  need 
for  the  constant  presence  of  two  officers.     While  officer  desires  may 
be  considered  when  possible,    the  best  judgement  of  the  district  com- 
mander,   based  upon  his  evaluation  of  all  the  factors  involved,    must 
prevail.     It  presently  appears  that  much  greater  use  could  be  made 
of  one-man  units  in  San  Francisco. 
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Recommendations 

Consistent  with  safety,    make  maximum  use  of  one- 
man  patrol  cars  on  all  watches. 


Cover  selected  beats  with  two-man  cars  only  wherever 
and  whenever  there  is  a  demonstrated  need. 
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Field  Reporting  Procedures 


The  department  recently  implemented  a  "one-write"  system  of 
field  reporting.      Under  the  previous  system,    officers  were  required 
to  make  sufficient  handwritten  notes  to  accommodate  latey  mechanical 
recording  of  the  incident.     The  recordings  were  later  typed  by  cleri- 
cal transcribers  at  the  various  district  stations.     The  typed  reports 
were  then  forwarded  to  Records  Division  at  the  Hall  of  Justice  where 
they  were  entered  into  the  computer.     It  is  understood  that  lost  reports, 
transcribing  mistakes  and  typing  backlogs  were  common  problems  ex- 
perienced with  the  previous  procedure.     Implementation  of  the  present 
system  has  reduced  the  previous  system  by  two  steps,    and  if  properly 
supervised  should  negate  most  of  the  problems  associated  with  the 
old  system. 


Field  officers  now  handwrite  a  single  sheet,   multipurpose  report 
(Form  377)  which  is  utilized  for  both  offense  and  arrest  reporting. 
The  reporting  officer  obtains  a  report  number  at  his  district  station, 
via  computer  terminal.     If  the  report  has  not  been  approved  in  the 
field,    it  is  approved  by  the  station  keeper  or  the  watch  commander, 
then  photocopied.     The  original  report  is  then  forwarded  by  depart- 
ment mail  to  Records  Division  at  the  Hall  of  Justice  where  it  is 
entered  into  the  computer. 


Once  entered  into  the  computer,    a  printout  of  the  report  is  directed 
to  the  concerned  district  station  via  computer  terminal.     It  is  proofed 
against  the  photocopy  of  the  officer's  handwritten  report  for  accuracy 
and  completeness.     Most  districts  maintain  the  computer  copy  on  a 
clip  board,   for  a  limited  time,    for  information  at  line-up  briefings. 
There  is  no  standardized  policy  at  present  in  regards  to  file  main- 
tenance of  the  photocopy.     District  policy  varies  from  filing  in  case 
files  for  one  month  up  to  one  year  before  purging. 


The  present  system  has  led  to  a  reduction  of  clerical  positions 
allocated  to  district  stations.     Previously,    most  stations  were 
operating  with  three  or  four  transcribers  plus  a  senior  clerk  steno- 
grapher.    Each  district  is  now  allocated  one  clerical  position  of 
senior  clerk  stenographer,    who  is  responsible  for  all  facets  of  dis- 
trict clerical  duties  which  includes   secretarial  service  for  the  district 
commander.     District  transcribers  were  transferred  to  Records  Division. 
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Evaluation 

The  department's  adoption  of  a  "one-write"   system  of  reporting  is 
commendable.     The  success  of  the  system  will  depend  on  supervisory 
efforts  at  the  street  level.     Particular  attention  should  be  directed 
toward  the  completion  of  reports  in  the  field.     Some  districts  have 
experienced  abuses  of  the  time  required  to  complete  handwritten   re- 
ports.    This  has  generally  occurred  where  officers  are  permitted  to 
complete  reports  at  the  station  house,    which  leads  to  extended  coffee 
breaks  and  bull  sessions. 


The  practice  of  delivering  individual  reports  to  the  station,    as  they 
are  completed  by  field  officers,    should  be  discouraged.     Instead, 
officers  should  submit  reports  to  field  sergeants  for  immediate  re- 
view and  correction,   if  required.     This  procedure  would  provide 
officers  with  training  at  the  time  that  the  subject  was  fresh  in  their 
minds,    and  at  the  same  time,    provide  experience  for  supervisors  in 
the  art  of  supervision.     Once  completed,    supervisors  should  retain 
the  reports  and  deposit  them  at  the  station  for  further  processing 
once  or  twice  during  the  watch.     It  is  understood  that  critical  reports 
will  demand  exceptions  to  this  procedure. 


Recommendations 

Require  that  police  reports  be  handwritten  in  the  field. 


Require  that  reports  be  delivered  to  field  supervisors 
for  review  and  approval  prior  to  processing. 


Develop  a  directive  which  provides  guidelines  for  the 
maintenance  of  reports  at  district  stations. 
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Booking  Procedure 


All  districts,    with  the  exception  of  Southern  District,   book  male 
prisoners  at  the  district  facility.     Here,   the  booking  form  (San Francisco 
City  and  County  Arrest  Record)  is  completed  as  is  the  court  disposition 
form  (Department  of  Justice  8715).     The  arrested  person's  property  is 
t^k?n  and  receipted  for  and  he  is  preliminarily  searched.     He  is  then 
placed  in  a  holding  cell  and  within  three  hours  transported  to  the  county 
jail  located  in  the  Hall  of  Justice  where  the  booking  process  is  completed. 


All  female  arrestees  and  all  persons,    male  and  female,   arrested   by 
either  the  Southern  District  or  the  Inspectors  Bureau  are  booked  di- 
rectly into  the  county  jail  facilities  on  the  sixth  floor  of  the  Hall  of 
Justice. 


Arrested  persons  are  usually  transported  from  the  districts  to  the  Hall 
of  Justice  by  prisoner  transportation  wagons.     At  the  Hall  of  Justice, 
the  wagon  drives  into  the  basement  garage  to  a  secure  area  for  prisoner 
unloading.     Access  to  this  area  is  controlled  by  a  key-activated  elec- 
tronic gate.     Each  officer  has  a  key. 


After  prisoners  are  removed  from  the  vehicle  in  the  basement,    they 
are  taken  to  the  sixth   floor  booking  area  by  an  elevator  dedicated  to 
that  purpose.     When  the  elevator  reaches  the  booking  area,   a  buzzer 
sounds  and  a  sheriff's  deputy  unlocks  the  outer  elevator  door.     The 
sixth  floor  booking  area  is  an  open  area  containing  approximately 
700  square  feet.      The  only  cell  in  which  a  person  may  be  confined  is 
dedicated  to  those  persons  who  have  already  been  booked  and  have 
undergone  a  strip  search. 


There  are  occasions  when  as  many  as  20  to  25  prisoners  may  be 
milling  around  in  the  booking  area  along  with  booking  deputies,    police 
officers,    and  jail  and  probation  personnel  coming  and  going  to  other 
parts  of  the  sixth  floor  on  business  unrelated  to  the  booking  process. 
An  officer  cannot  check  his  weapon  until  after  he  enters  this  melee 
thereby  providing  an  additional  element  of  suspense  in  an  already  un- 
acceptable situation. 
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It  was  estimated  by  police  personnel  that  at  busy  times,    it  can  easily 
take  one  and  a  half  hours  to  turn  over  a  prisoner.     Sheriff's  depart- 
ment personnel  affirmed  this  estimate,   but  stated  that  without  holding 
cells  there  was  no  alternative  to  requiring  the   officer's  presence  until 
after  the  prisoner  had  been  strip  searched  and  placed  in  the  waiting 
room  for  showers  and  jail  clothes.       It  was  also  indicated  that  if 
contraband  were  discovered  during  the  strip  search,   the  arresting 
officer  could  incorporate  any  additional  charges  into  his  report. 


Evaluation 

The   present  booking  procedure  utilized  by  San  Francisco  fails  on 
four  counts. 

-  Intermediate  booking  at  district  stations  requires  that  prisoners 
be  manipulated  twice  and  doubles  the  chances  of  resistance 

and  injury  to  the  officer  and/or  the  prisoner. 

-  Intermediate  booking  at  district  stations  increases  the  chances 
of  prisoner  in-cell  injury  since  most  station  cell  areas  are 
not  viewable  by  station  personnel. 

Intermediate  booking  at  district  stations  requires  additional 
station  personnel  to  oversee  prisoners  while  they  remain 
in  the  station  cells. 

Intermediate  booking  in  district  stations  requires  additional 
field  personnel  to  drive  transportation  wagons  from  the  stations 

to  the  jail. 


A  review  of  the  arrest  patterns  in  the  city  reveals  that  over  75%  of 
all  arrests  are  made  in  districts  A,  B,D,E,    and  F,   none  of  which  is 
more  than  three  miles  or  12  minutes  from  the  Hall  of  Justice.      This 
fact  combined  with  the  concerns  voiced  above  suggests  a  change  to  a 
more  centralized  system  for  booking  arrested  persons.     Based  on  a 
review  of  the  safety  and  efficiency  factors  involved,   the  best  solution 
to  the  problems  engendered  by  the  present  booking  procedures  would 
be  an  efficiently  organized,    centralized  booking  facility  at  the  Hall  of 
Justice,    with  adequate  facilities  and  personnel  to  keep  booking  time 
to  a  minimum. 
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Ideally,   the  facility  should  be  operated  by  the  sheriff's  department, 
extending  the  service  presently  provided  for  Southern  District,   the 
Investigators  Bureau  and  for  female  arrestees  from  all  companies. 
A  review  of  possible  booking  areas  in  the  Hall  of  Justice  revealed 
three  alternatives  for  establishing  the  facilities  necessary  to  accom- 
modate increased  booking  at  this  location.     These  are: 

Transfer  of  the  booking  of  incoming  prisoners  to  the  seventh 
floor  of  the  jail  where  three  cells  are  already  constructed 
and  ready  for  use. 

Construction  of  additional  holding  cells  on  the  sixth  floor 
in  the  identification  processing  area. 

Expansion  and  improvement  of  the  detention  facilities  in  the 
basement  of  the  Hall  of  Justice  to  accommodate  the  booking 
and  strip  search  of  all  male  prisoners. 


The  proposed  Hall  of  Justice  booking  station  should  be  adequately 
staffed  around  the  clock.      The  level  of  staffing  should  be  sufficient 
to  accommodate  the  release  of  officers  booking  prisoners  within 
reasonable  time  limits. 


Recommendations 

Eliminate  the  practice  of  booking  prisoners  at  each 
district  station. 


Negotiate  the  establishment  of  a  central  booking  station 
for  all  pi  Is  oner  s,  operated  by  the  sherif^at  the  Hall 
of  Justice. 
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Prisoner  Transfer 


Presently,    all  district  stations,    except  Richmond,   utilize  transpor- 
tation wagons  to  some  degree.     Service  ranges  from  coverage  of  all 
three  watches,    seven  days  a  week,   to  coverage  of  a  single  night  watch, 
4  p.  m.   to  12  mid.  ,    manpower  permitting.     Each  of  the  eight  districts 
operates  its  own  wagon,   normally  assigning  two  officers  on  each  watch. 
However,    solo  assignments  are  occasionally  utilized  at  Taraval  and 
regularly  utilized  on  the  8  a.  m.   to  4  p.  m.    watch  at  Southeast  Station. 


Wagon  service  for  Richmond  District  is  normally  provided  by  Park 
Station  which  also   provides  occasional  service  for  Taraval. 


Female  arrestees  are  immediately  transported  to  city  prison  for 
booking,    by  wagon  or  radio  car,    while  detained  juveniles  are  transported 
directly  to  the  Youth  Services  Center  by  the  arresting  officer. 


District  wagon  schedules  as  of  February  24,    1977,    were; 


Pe 

r sonne 1 

Total 

District 

Watches 

A 

ssigned 

Mandays 

Central 

All 

6 

6 

Northern 

All 

6 

6 

Park 

All 

6 

6 

Southern 

All 

6 

6 

Mission 

8 

a.m.-  midnight 

4 

4 

Southeast 

8 

a.  m.  -  midnight  (3  days 

per 

wk) 

3 

3 

Ingle  side 

4 

p.  m.  -  midnight 

2 

2 

Taraval 

4 

p.  m.  -  midnight  (manp< 
permitting) 

3wer 

1 

1 

Total  mandays  for  one 

24-h 

our  period      = 

34 

Based  on  an  average  of  34  mandays  per  24-hour  period,    district  stations, 
combined,    expend  approximately   1,  020    mandays    a  month  to  provide 
wagon  service. 
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Evaluation 


It  has  been  recommended  that  all  prisoner  booking  be  accomplished 
at  the  Hall  of  Justice.     When  this  recommendation  is  implemented, 
m^st  arresting  officers  will  transport  their  prisoners  directly  to  the 
Hail  of  Justice  booking  station  without  the  need  for  wagon  service. 
The  use  of  wagons  will  then  be  restricted  to  those  situations  in  which 
multiple  arrests  are  made,    as  in  the  drunk  sweeps  which  are  made  on 
a  daily  basis  in  the  downtown  area,    or  during  a  raid  or  civil  disturbance. 


Whenever  the  proposed  three  district  organization  takes  effect,    each 
of  the  districts  should  assess  its  own  need  for  transportation  wagons 
and  deploy  them  accordingly.      Until  that  time,    only  Northern  and 
Southern  Stations  should  maintain  a  24-hour  wagon  service  and  this 
service  should  be  available  to  any  district  which  has  a  need  to  use  it. 
Wagons  should  continue  to  be  available  in  case  of  emergency  in  those 
other  districts  which  possess  them.     However,    routine  assignment 
of  patrol  officers  to  this  duty  should  be  eliminated. 


Recommendations 

Restrict  the  use  of  transportation  wagons  to  multiple 
arrest  situations. 


Require  that  24-hour  wagon  service  be  provided  by 
only  Northern  and  Southern  Stations  and  made  available 
to  other  districts  as  needed. 


Continue  to  maintain  a  sufficient  number  of  wagons  to 
respond  to  any  foreseeable  emergency. 
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Station  Radio  Equipment 


Every  district  station  except  Southern  is  equipped  with  a  modern, 
solid-state  transceiver  tuned  to  the  same  radio  band  as  the  district 
units.     Generally,   this  radio  is  used  only  to  assign  parking  com- 
plaints to  the  civilian  parking  control  officer.     However,    it  is  also 
occasionally  used  to  pass  on  messages,    other  than  calls-for  service, 
to  the  field  officers.      (All  calls-for  service  are  dispatched  by  central 
communications ). 


Evaluation 

It  has  been  recommended  elsewhere  in  this  report  that  the  parking 
control  officers  be  reassigned  to  the  Traffic  Division  and  that  they 
receive  their  complaints  via  central  communications.     When  this 
recommendation  is  implemented,    there  will  no  longer  be  a  need  for 
radios  in  the  district  stations.     All  station  officers  have  direct  tele- 
phonic communication  with  central  communications,    and  messages 
for  field  officers  can  be  quickly  transferred  and  delivered.     The  Hall 
of  Justice  communications  system  has  its  own  back-up  power  system 
and  the  maintenance  of  eight  additional  systems  in  the  districts  for 
the  same  purpose  is   inefficient  and  unnecessarily  costly,    and  cannot 
be  justified. 


The  radio  base  stations  in  the  company  station  houses  should  be 
removed.     All  radio  communications   should  emanate  from  the  central 
station  in  order  to  maintain  maximum  control  of  dispatching  process. 


Recommendation 

Remove  radio  transmission  equipment  from  the 
district  stations  and  require  that  all  dispatching  is 
handled  by  the  central  communications  system. 
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Log  Books  and  "Lab-Six"  Reports 


A  Jog  book  is  maintained  by  every  district  station.     The  main  purpose 
of  this  book  is  to  provide  a  record  of  every  assignment  on  which  an 
officer  is  dispatched.     Each  record  consists  of  one  line  in  the  log 
book  and  includes  the  following  information: 

Time  assigned 

Location  from  which  call  originated  (usually  communications) 

Location  of  activity 

Nature  of  activity 

Name  of  person  receiving  call 

Name  of  officers  dispatched 

Unit  number  of  officers  dispatched 

Time  dispatched 

Time  returned  to  service 

Star  number  of  station 

Action  taken 


In  addition  to  this  information,   the  log  book  also  contains,    at  the 
beginning  of  each  watch,   the  names  of  each  officer  on  duty  and  his 
assignment. 


Also  maintained  by  each  district  station  is  SFPD  Form  83,    commonly 
called  a  "lab- six".      The  "lab-six"  generally  duplicates  the  information 
recorded  in  the  station  log.      Completion  of  the  station  log  and  the 
"lab-six"  constitute  the  principal  duties  of  the  civilian  station  officer 
and  requires  most  of  his  time.     The  disposition  section  of  the  "lab-six" 
is  completed  by  the  officer  who  was  assigned  the  call,    and  from  this 
the  station  officer  copies  the  disposition  into  the  "action  taken"  section 
of  the   station  log. 


When  completed,    the  "lab-six"  is  filed  chronologically  and  main- 
tained indefinitely  in  the  district  station.      The  station  logs  are  also 
maintained  there. 
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No  recapitulation  or  other  use  is  made  of  the  "lab-six"  by  district 
personnel.     Internal  affairs  investigators  use  them  from  time  to 
time  to  verify  that  a  call  for  service  was  responded  to  whenever 
they  cannot  locate  this  information  in  the  station  log.     The  station 
log  is  reportedly  used  by  district  commanders  to  recap  monthly 
activities  for  a  report  to  the  Patrol  Division  commander. 


Evaluation 

District  commanders  state  that  they  use  the  station  log  to  determine 
incident  workload  for  the  district  each  month.     This  information  is 
submitted  monthly  to  the  Patrol  Division  supervising  captain.     How- 
ever,  any  incident  which  engenders  a  numbered  report  is  electron- 
ically processed  and  summarized  by  district  in  the  monthly  CABLE 
Report.     The  only  information  which  is  not  available  in  CABLE 
concerns  the  unnumbered  reports.     Information  relative  to  these 
reports  is  available  on  the  "lab-six's".     The  station  log  is,   therefore, 
unnecessary  for  this    purpose. 


The  "lab-six"  should  be  restructured  and  renamed  an  'Assignment 
Report.  "     (See  example  on  page        ).    The  Assignment  Report 
should  be  completed  by  the  field  officer.     It  should  be  initiated  in 
those  cases  when  a  report  number  is  not  requested.     Turned  in  at 
the  end  of  the  watch,    each  Assignment  Report  should  be  credited  on 
a  daily  basis  to  the  officer  who  handled  it.     At  the  end  of  the  month, 
not  only  will  a  gross  figure  be  available  for  the  district  activity, 
but  the  workload  for  each  officer  will  also  be  available.      When  it  has 
been  tabulated,    the  assignment  record  should  be  filed  chronologically. 


Based  on  the  updated  use  of  the  Assignment  Report  and  the  fact  that 
information  on  numbered  reports  is  already  available,    the  station 
log  book  should  be  discontinued.     Elimination  of  this  duty  and  that 
of  completing  the  "lab-six",   will  free  the  station  officers  for  other 
duties. 


Recommendations 


Discontinue  the  use  of  the  station  log. 
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Recommendations  (continued) 
Discontinue  the  use  of  the  "lab-six". 

Implement  the  use  of  an  assignment  report. 


Require  that  the  Assignment  Report  be  completed  by- 
field  officer  when  the  action  does  not  require  the 
preparation  of  a  numbered  case  report. 


When  completed,    file  assignment   reports  chronologically. 
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Summary 


A  number  of  major  deficiencies  in  the  Patrol  Division  must  be 
resolved  by  management  if  the  department's  goals  are  to  be  effec- 
tively and  efficiently  achieved.     These  problem  areas,    as  well  as 
others  felt  to  be  of  lesser  magnitude,   are  discussed  in  the  section 
on  Patrol.     By  way  of  summary,    problems  of   greatest  concern  and 
requiring  prompt  attention    are  as  follows: 

Organization 

The  present  organization  of  the  patrol  force    suffers  from  deficiencies 
which  impair  the  effective  policing  of  the  city. 

The  span  of  control  of  the  supervising  captain  of  the  Patrol 
Division  is  such  (12  captains)  that  effective  control  is  difficult. 
This  is  equivalent  to  one  man  attempting  to  control  10  sepa- 
rate police  agencies  by  himself,    (nine  districts  and  the  Crime 
Specific  Division). 


These  problems  exist  because  the  department  has  attempted  to 
maintain  an  outmoded  and  inefficient  district  station  system  which 
became  obsolete  shortly  after  the  introduction  of  radio  dispatched 
patrol  units.     This  survey  recommends  the  reduction  in  the  number 
of  district  stations  and  an  organizational  plan  which  should  lead  to 
control  of  the  patrol  force.     These  recommendations  should  be  given 
high  priority. 


Supervision  and  Training 

Effective  field  supervision,  is  lacking.     Proper  supervisory  controls 
must  be  established.     There  must  exist  an  understanding  down  through 
the  ranks  of  the  department  of  the  need  for  delegation  and  account- 
ability.    Each  specific  task  to  be  performed  should  be  the  responsi- 
bility of  one  person.     Certainty  of  accountability  must  be  understood 
by  the  entire  department. 


Supervisors  should  be  selected  by  means  of  a  validated  examination 
process,    and  the  practice  of  appointing   temporary  supervisors  based 
on  seniority  should  be  eliminated.     Supervisors  should  be  allocated 
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based  on  the  number  of  officers  to  be  supervised  and  the  amount  of 
supervision  required.     Newer  officers  and  officers  on  probation 
require  intensive  training  which  does  not  have  to  be  provided  to 
more  experienced  officers. 


Allocation  and  Distribution  of  Personnel 

The  patrol  force,   being  the  largest  subunit  of  the  department,    employs 
the  greatest  percentage  of  the  personnel.     These  personnel  represent 
the  department's  largest  investment.     They  should  be  allocated  and 
distributed  according  to  measured  need.     The  workload  study  pre- 
sently being  conducted  should  be  used,  when  it  is  complete,   to 
realign  the  present  beat  structure.     New  beats  should  be  designed 
based  on  workload  not  only  by  area  but  also  by  time  of  day  and  day 
of  week. 


Present  assignments  of  sworn  personnel  to  positions  which  do  not 
directly  require  their  peace  officer  authority  and  expertise  should 
be  scrutinized.     Whenever  possible,   these  assignments  should  be 
eliminated  or  the  sworn  officers  should  be  returned  to  field  duties 
and  be  replaced  by  civilian  personnel. 
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CRIME  SPECIFIC  DIVISION 


The  Crime  Specific  Division  was  developed  in  1970  (then  called  the 
Crime  Prevention  Company)  in  order  to  provide  a  flexible  response 
to  extraordinary  policing  situations  without  draining  patrol  personnel 
from  the  police  districts.     It  was  anticipated  that  this  unit  could  work 
crowd  control,   demonstrations,   civil  disturbances  and  any  other 
extraordinary  policing  situations  which  could  affect  beat  coverage 
and  police  call  response  time.      Today,   the  Crime  Specific  Division 
is  composed  of  five  platoons,    each  commanded  by  a  lieutenant.     It  is 
assigned  a  sworn  personnel  complement  of  one  captain,   five  lieu- 
tenants,  twelve  sergeants  and  1  00  patrolmen.     The  Crime  Specific 
Division  is  located  in  what  was  the  original  quarters  of  the  Southern 
District  Patrol  Company  in  the  Hall  of  Justice. 


Organization 


The  most  recent  organizational  chart  shows  the  Crime  Specific 
Division  as  a  separate  unit  under  the  Field  Operations  Bureau.     How- 
ever,  the  division  commander  stated  that  in  actual  practice  the  Crime 
Specific  Division  was  a  subunit  of  the  Patrol  Division  and  that  he  re- 
ported directly  to  the  Patrol  Division  supervising  captain. 


The  division  is  divided  into  five  platoons.     Here,    also,    normal  or- 
ganizational procedure  has  been  set  aside  to  accommodate  special 
situations  in  that  the  "Street  Crime  Unit"   (a  designation  applied  to 
platoons  three  and  five)  reports  directly  to  the  deputy  chief  for  Field 
Operations,   bypassing  the  division  commander  in  the  chain  of  command. 
This  organizational  arrangement  was  said  to  prevail  because  of  the 
heavy  emphasis  presently  placed  by  the  administration  on  the  abate- 
ment of  street  crimes  and  the  need  for  more  direct  communications  in 
this  area. 
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First  Platoon  (Horse  Patrol) 


The  first  platoon  of  the  Crime  Specific  Task  Force  is  assigned  the 
responsibility  for  patrol  of  the  parks  and  beaches  in  the  city  with 
uniformed,    mobile  officers.      The  platoon  is  composed  of  one  lieu- 
Lcnant,   two  sergeants,    12  patrolmen  mounted  on  horses  and  six 
patrolmen  who  carry  out  their  patrol  on  light  motorcycles.     All 
members  of  the  platoon  work  between  the  hours  of  9  a.m.    and 
5  p.m.      The  first  platoon  is  designed  to  reduce  the  incidence  of 
vandalism  and  violent  crime  in  the  parks  and  on  the  beaches.     All 
areas  of  the  parks  and  beaches  can  be  patrolled  by  members  of  the 
platoon  because  of  their  mobility. 


Presently,   ten  officers  and  a  sergeant  mounted  on  horses  patrol 
Golden  Gate  Park,    and  two  officers  mounted  on    horses    are  assigned 
to  patrol  McClaren  Park.     The  other  sergeant  patrols  these  parks  in 
a  patrol  car.      The  six  officers  on  light  motorcycles  also  patrol  these 
major  parks  and  in  addition,    patrol  the  smaller  parks  and  beaches. 
All  officers  carry  hand  held  radios  so  that  they  can  be  in  constant 
touch  with  each  other  and  with  headquarters.     In  addition  to  their 
park  duties,   the  mounted  officers  have  been  used  for  crowd  control, 
especially  in  Golden  Gate  Park  on  busy  weekends. 


In  McClaren  Park  there  are  no  horse  handlers  to  care  for  the  horses. 
Subsequently,    each  officer  must  feed,    water  and  brush  his  horse  and 
also  clean  out  the  stable.      This  takes  three  or  four  hours  and  leaves 
only  four  or  five  hours  for  actual  patrol  time. 


During  the  first  four  months  of  1977,   the  first  platoon  has  accom- 
plished the  following  activity: 


Total 


Felony  Arrests* 
Misdemeanor  Arrests** 
Parking  Citations 
Citizen  Contact 
Reports  Made 
Calls  for  Service 


Per  Man- Day 


26 

1  every  50  man- days 

283 

1  every  5  man-days 

4,493 

3.5  per  day 

4,285 

3  per  day 

231 

1  every  6  days 

626 

1  every  Z\  days 

*Includes  felony  assistance  (made  arrest  but  not  named  on  arrest  caps) 
**Includes  juvenile  and  warrant  arrests 
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Second  Platoon 


The  second  platoon  is  composed    of  one  lieutenant,   two  sergeants  and 
18  patrolmen.      Platoon  members  are  normally  deployed  seven  days 
a  week  between  the  hours  of  1  0  a.m.    and  6  p.m.     Fifteen  of  the 
patrolmen  are  divided  into  two  squads,    each  supervised  by  a  sergeant 
and  with  different  days  off  to  provide  seven-day  coverage.     The  prin- 
cipal job  of  each  of  these  squads  is  to  respond  to  extraordinary  events 
throughout  the  city  which  would  otherwise  place  an  undue  strain  on  the 
personnel  in  the  district  in  which  the  event  was  occurring.     In  1976, 
the  second  platoon  responded  with  varying  numbers  of  personnel  to 
170  such  events. 


When  not  assigned  to  a  specific  event,   the  squads  alternate  by  working 
one  week  on  patrol  in  high  crime  areas  and  one  week  on    municipal 
transit  vehicle  patrol.     Within  each  squad  is  an  "advance  team".     This 
is  a  four-man  team  trained  in  special  weapons  and  tactics  use.     Team 
members  work  in  pairs  and  carry  their  crowd  control  equipment  with 
them  in  the  vehicle.      There  are  a  total  of  four  advance  teams;  the 
third  and  fourth  teams  are  on  the  fourth  and  fifth  platoons  respectively. 


Two  patrolmen  from  the  platoon  are  assigned  to  supervise  84  civilian 
municipal  transit  vehicle  observers  hired  under  the  CETA  program. 
These  observers  are  provided  with  portable  radios  and  assigned  to 
ride  on  the  municipal  transit  vehicles  reporting  criminal  and  sus- 
picious activity.     The  observers  are  unarmed  and  have  13  days  of 
training.      Their  job  is  to  report  crime  and,   hopefully,    suppress  it 
by  their  known  presence  on  the  municipal  transit  vehicles.     The 
program  has  been  given  high  visibility  and  advertisement  in  the  hope 
that  the  criminals  will  iot  commit  crimes  on  the  municipal  vehicles. 
However,    consultants  were  advised  that  crime  on  the  muni  was  actually 
up  this  year.      Presently,    some  observers  are  being  assigned  by  threes 
and  fours  due  to  the  lack  of  radios.     Additional  radios  are  expected  to 
be  obtained  shortly  so  that  the  original  intent  of  assigning  them  in  pairs 
can  be  carried  out. 


One  officer  on  the  second  platoon  is  assigned  the  police  department 
responsibility  for  animal  control.      This   subject  is  of  sufficient  im- 
port that  a  separate  section  has  been  devoted  to  it    (see  Page  4-73). 
It  is  mentioned  here  only  to  fix  the  location  of  the  function  within 
the  platoon. 
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During  the  first  four  months  of  1977,   the  second  platoon  generated  the 
following  activity: 


Total  Per  Man- Day 


Felony  Arrests* 
Misdemeanor  Arrests** 
Moving  Citations 
Citizen  Contacts 
Reports  Made 
Calls  for  Service 


112 

1  every  14  days 

99 

1  every  16  days 

98 

1  every  16  days 

1,773 

1  per  day 

241 

1  every  6  days 

804 

1  every  2  days 

*Includes  felony  assistance  (physical  arrest  but  not  named  on  card). 
**Includes    juveniles  and  warrant  arrests. 


Third  and  Fifth  Platoons 


The  third  and  fifth  platoons  constitute  the  day  and  evening  watches  of 
a  unit  known  as  the  Street  Crime  Unit.     The  Street  Crime  Unit  was 
formed  in  November  1976  to  attempt  to  apprehend  suspects  in  the  act 
of  committing  a  crime,   particularly  violent  street  crime.     The  third 
platoon  is  deployed  between  11  a.m.    and  7  p.m.     It  consists  of  one 
lieutenant,   two  sergeants  and  22  patrolmen.     It  is  divided  into  three  . 
squads.     The  fifth  platoon  is  deployed  between  7  p.m.   and  3  a.m.   and 
has  four  squads.     It  is  staffed  by  a  lieutenant,   four  sergeants  and 
27  patrolmen. 


The  Street  Crime  Unit  is  directed  to  focus  on  street  crime  through- 
out the  city,   with  special  emphasis  on  robbery  and  other  violent  crime. 
The  officers  attempt  to  blend  into  the  street  scene  and  thus  be  in  a 
close  position  to  observe  crimes,    interrupt  them,    and  make  arrests 
while  the  crime  is  in  progress.     Methods  used  include  ordinary  sur- 
veillance in  high  crime  activity  locations  and  a  decoy  strategy  in  which 
a  disguised  officer  takes  the  place  of  a  potential  crime  victim. 


The  Street  Crime  Unit  has  been  very  active  since  the  decoy  strategy 
was  initiated  on  February  15,    1977.     Between  February  15  and  March  8, 
a  total  of  289  felony  arrests  were  made  by  the  unit  (one  arrest  every 
2.  5  man-days).     Of  this  number  277  were  by  means  of  the  decoy  strategy. 
The  Street  Crime  Unit  closely  monitors  its  activity  and  has  initiated  a 
tracking  system  to  determine  the  outcome  of  its  arrests  in  court. 
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Fourth  Platoon  (Canine  Patrol) 

The  fourth  platoon  consists  of  a  lieutenant,   two  sergeants  and  15 
officers  divided  into  two  squads,,     The  first  squad  contains  five  patrol- 
men  and  a  sergeant  who  are  assigned  to  patrol  high  frequency  crime 
areas.     This  squad  also  constitutes  an  advance  team  for  the  hours 
between  7  p.m.   and  3  a.m.     The  second  squad  consists  of  a  sergeant 
and  10  patrolmen,    each  of  whom  patrols  as  a  one-man  unit  and  each 
of  whom  controls  a  dog.     Eight  of  these  patolmen/dog  teams  and  the 
sergeant  are  on  duty  between  7  p.m.    and  3  a.m.     The  remaining  two 
teams  are  on  duty  between  10  p.m.    and  6  a.m. 


The  dog  units  specialize  in  building  searches  for  burglary  suspects, 
area  searches  for  fleeing  suspects     and,   under  certain  conditions,    may 
be  called  upon  to  search  for  lost  persons.     Consultants  were  informed 
that  they  have  a  high  degree  of  success  in  locating  hidden  suspects 
which  a  search  by  police  officers  may  have  failed  to  uncover.     Dog 
units  also  respond  to  routine  calls  of  burglar  alarms  sounding  or 
broken  windows  and  open  doors  which  are  discovered. 


During  the  first  four  months  of  1977,  the  fourth  platoon  has  accom- 
plished the  following  activity: 


Total  Per  Man -Day 


Felony  Arrests* 
Misdemeanor  Arrests** 
Moving  Citations 
Citizen  Contacts 
Reports  Made 
Calls  for  Service 


87 

1  every  1 5  days 

80 

1  every  16  days 

285 

1  every  5  days 

1,798 

1.4  per  day 

122 

1  every  1  0  days 

2,980 

2.  3  calls  per  day 

*Include  s  felony  assistance   (made  arrest  but  not  named  on  arrest  card) 
**Includes  juvenile  and  warrant  arrests 
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Evaluation  -  Crime  Specific  Division 


The  present  separation  of  the  Crime  Specific  Division  into  five 
special  purpose  platoons  dilutes  the  strength  and  effectiveness  of  the 
division.     The  Crime  Specific  Division  should  have  a  single  purpose; 
to  wage    an   aggressive  campaign  against  the  assorted  criminals  who 
make   life  miserable  for  many  citizens,    especially  those  who  are 
weak,  sick  or  forced  by  circumstances  to  live  in  areas  of  the  city  which 
are  most  subject  to  the  depredations  of  crime.     Before  it  can  effec- 
tively halt  these  criminal  activities,   the  Crime  Specific  Division  must 
review  its  priorities  and  eliminate  those  which  do  not  contribute  to 
its  main  purpose. 


Horse  Mounted  Patrol 

The  values  of  the  horse  mounted  patrol  are  limited.      While  it  is  true 
that  there  is  some  value  with  regard  to  crowd  control,    it  is  also  true 
that  this  function  is  effectively  carried  out  without  horses  in  almost 
all  cities.     The  need  for  the  horses  is  not  sufficient  to  justify  their 
expense.      They  should  be  sold  and  their  officers  released  for  other 
duties. 


In  addition  to  eliminating  the  use  of  horses,   the  responsibility  for  the 
patrol  of  the  parks  and  beaches  should  rest  with  the  commander  of  the 
district  in  which  they  occur.     At  the  moment,    that  responsibility  is 
divided.     Golden  Gate  Park  is  within  the  Richmond  District.     However, 
the  park  is  patrolled  by  Crime  Specific  Division  officers  who  coor- 
dinate "informally"  with  Richmond  officers.     The  Richmond  commander 
should  be  assigned  the  park  as  part  of  his  patrol  responsibility  and 
given  sufficient  personnel  lu  patrol  it  properly,   thereby,   fixing  re- 
sponsibility.     Patrol  of  the  parks  and  beaches  is  a  normal  patrol 
activity  as  opposed  to  the  exceptional  activities  for  which  the  Crime 
Specific  Division  was  devised. 


Canine  Unit 

There  does  not  appear  to  be  sufficient  justification  for  requiring   a 
canine  corps  consisting  of  ten  man-dog  teams.     Dogs  provide  a  worth- 
while purpose  in  very  specific  situations.     Their  sense  of  smell  has 
been  proven  time  and  again  to  be  a  valuable  tool  to  locate  persons 
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and  substances  which  otherwise  may  be  overlooked.     However,    dogs 
are  not  required  to  respond  to  every   alarm  or  open  door,    only  in 
those  situations  where  there  has  been  a  fresh  crime  and  the  criminal 
is  still  in  the  building  or  the  immediate  vicinity  is  their  use  justified. 
The  City  of  Los  Angeles  has  five  dogs.     One  of  these  is  called  upon 
in  special  situations  when  it  is  suspected  that  a  suspect  may  be  hiding 
in  a.  large  building  which  would  be  difficult  to  search  without  it.      The 
other  four  are  trained  to  locate  explosives  by  scent  and  are  assigned 
to  and  used  by  the  scientific  Investigations  Section  for  that  purpose. 


A  reduced  canine  squad  should  be  relegated  to  the  uses  outlined  above 
and  civilian  handlers  should  be  employed  for  their  utilization.      The 
sergeants  and  patrolmen  assigned  to  the  fourth  platoon  should  be 
merged  with  the  remaining  units  of  the  Crime  Specific  Division.      The 
lieutenant  should  be  released  for  reassignment  to  other  duties. 


Special  Events  Platoon 

Information  was  not  available  on  the  number  of  manhours  spent  by  the 
second  platoon  policing  special  events  as  opposed  to  the  time  spent  on 
patrol  duty.     However,   these  events  are  separated  enough  to  show  that 
there  are  peaks  and  valleys  in  the  level  of  activity,    and  that  patrol 
duty  is  used  to  "fill  in"  during  slack  periods.     In  order  to  be  utilized 
most  effectively,   this  platoon  should  be  merged  with  the  remaining 
units  of  the  Crime  Specific  Division. 


The  municipal  transit  observer  program  should  be  reevaluated.     The 
general  belief  of  most  department  members  with  whom  this  program 
was  discussed  is  that  it  is  a  make-work  program  with  little  chance  of 
success  unless  the  observers  can  take  direct  action  to  stop  any  crime 
which  occurs.      The  program  breaks  down  in  that  the  observers  are 
not  well  trained,    and  supervision  is  almost  nonexistant  (presently, 
two  officers  are  assigned  to  supervise  84  CETA  employees).     Guards 
cannot  be  on  all  buses,    and  since  they  wear  a  distinctive  red  blazer, 
they  are  readily  noticeable  on  those  they  do  ride.      The  program  should 
be  better  thought  out.     Thirty  full-time,    well-trained  officers  riding 
on  the  buses  and  prepared  to  take  action  on  situations  as  they  arise 
would  be  much  more  effective  than  the  present  situation  which  appears 
to  be  without  rationale  or  objectives.      The  program  as  presently  con- 
stituted should  be  eliminated. 
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Rec  ommendations 

Discontinue  the  use  of  horses  for  patrolling  parks  and 
beaches. 


Fix  responsibility  for  park  and  beach  patrols  with  the 
commander  of  the  patrol  district  in  which  they  occur. 


Reassign  the  lieutenant,   two  sergeants  and  18  patrol- 
men of  the  first  platoon  to  other  duties  in  the  department. 


Eliminate  the  canine  squad  as  it  is  presently  constituted. 


Evaluate  the  need  for  dogs  trained  in  specific  functions, 
i.  e.  ,    sniff  out  explosives. 


If  such  a  need  is  indicated,    maintain  any  dogs  required 
at  a  fixed  location  and  use  only  on  specific  cases  as 
required  with  a  civilian  dog  handler. 


Merge  officers  and  sergeants  assigned  to  the  fourth 
platoon  with  remaining  Crime  Specific  Division  units. 


Reassign  the  fourth  platoon  lieutenant  to  other  duties. 
Eliminate  the  "muni-guard"  program. 


Merge  Special  Events  Platoon  members  with  remaining 
Crime  Specific  Division  units. 
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Proposed  Organization  -  Crime  Specific  Division 


With  the  elimination  of  the  first  platoon  and  the  lieutenant  from  the 
fourth  platoon,  the  Crime  Specific  Division  will  be  composed  of  the 
following  personnel: 

Captain  1 

Lieutenant  3 

Sergeant  10 

Patrolmen  82 

Total  96 

These  personnel  should  be  forged  by  the  division  commander  into 
a  team  which  concentrates  its  efforts  on  aggressively  combatting 
crime  in  the  city.      The  sergeants  and  officers  can  be  divided  between 
the  three  lieutenants  for  direct  supervision.     However,    when  larger 
squads  are  needed  or  when  one  platoon  is  decimated  by  court  time 
and  needs  personnel  for  a  specific  operation,   there  must  be  no  hesi- 
tation about  assigning  personnel  wherever  they  are  necessary. 


Planning 

It  is  important  that  the  reformed  Crime  Specific  Division  remain 
flexible  in  its  outlook  and  planning.     The  commander  cannot  permit 
the  organization  to  divide  into  special  purpose  groups.     When  this 
occurs  personnel  lose  their  effectiveness  and  tend  to  become  asso- 
ciated with  the  specific  task  assigned  to  their  group  to  the  exclusion 
of  all  others. 


Using  information  provided  by  the  Crime  Analysis  Center  (see  page  3-58) 
the  commander  and  his  lieutenants  should  thoroughly  plan  each  day's 
activities  for  all  members  of  the  division.     When  men  are  detailed 
to  attend  court,   they  should  be  either  placed  on  assignment  as  soon 
as  they  return  or  assigned  to  a  night  detail.     When  the  commander  is 
advised  of  a  crowd  control  assignment,   he  should  evaluate  it  and 
detail  a  sufficient  number  of  officers  to  handle  it  for  only    the  amount 
of  time  required  to  handle  it.     As  soon  as  the  detail  is  complete,   the 
officers  assigned  should  be  returned  to  Crime  Specific  duties. 
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The  Crime  Specific  Division  must  be  flexible  enough  to  extend  its 
energies  into  other  high  crime  areas  such  as  residence  burglary, 
auto  theft  and  car  clouts.     Activity  in  these  areas  should  be  inter- 
spersed with  the  street  crimes  activity  in  a  program  designed  to 
keep  those  persons  involved  in  crime  off  balance.     Intensive  uni- 
formed patrol  should  be  mixed  with  undercover  surveillance  and  a 
rigorous  field  interview  program  should  be  initiated  in  high  crime 
areas. 


The  reorganization  of  the  Crime  Specific  Division  as  described  is 
required  in  order  to  draw  together  and  effectively  utilize  the  re- 
sources presently  assigned  to  the  division.     Such  a  program  would 
use  personnel  more  efficiently  and  intensify  the  favorable  results 
brought  about  by  the  activity  of  the  Street  Crime  Unit  to  date. 


Recommendation 

Under  the  direction  of  the  division  commander,    and 
based  on  current  crime  information,   utilize  the 
Crime  Specific  Division  as  a  flexible  force  to  impact 
high  frequency  crimes  in  the  city. 
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Animal  Control  Unit 


The  San  Francisco  Society  for  the  Prevention  of  Cruelty  to  Animals 
(SPCA)  has  contracted  with  the  city  to  fulfill  the  functions  of  enforcing 
the  leash  law  and  the  litter  law  (defecating  on  sidewalks).     Under  the 
contract,   the  SPCA  also  provides  kennel  service  for  apprehended 
stray  animals  and  euthanised  those  which  are  unclaimed  after  a 
specified  period. 


The  SPCA  does  not  handle  barking  dogs  or  biting  dogs,   nor  does  it 
remove  dead  animals.     This  latter  function  is  handled  in  San  Francisco 
through  a  separate  city  contract  with  a  civilian  contractor.      The  con- 
tract requires  the  contractor  to  provide  service  seven  days  per  week 
from  9  a.m.   to  5  p.m.      Pickup  must  be  within  two  hours  of  the  call. 
The  contract  requires  that  animals  be  picked  up  from  the  street  and 
the  animal  shelter.      The  contractor  also  picks  up  animals  from  private 
veterinarians  for  which  he  receives  a  separate  fee. 


The  police  department  Animal  Control  Unit  is  assigned  to  handle 
barking  dogs  and  other  problems  which  are  beyond  the  capacity  of 
the  other  agencies  to  resolve.     These  may  include  cruelty  to  animals 
cases  or  aggravated  cases  growing  out  of  simple  leash  law  or  litter 
law  violations.     The  Animal  Control  Unit,    until  recently,    consisted 
of  two  officers  who  were  assigned  to  the  second  platoon  of  the  Crime 
Specific  Division.      (The  men  previously  worked  out  of  the  Permit 
Bureau  and  have  been  assigned  to  the  Crime  Specific  Division  for 
only  a  few  months).     One  of  these  officers  was  assigned  to  other  duties 
in  February.     He  has  not  been  replaced  and  the  remaining  officer  has 
been  unable  to  keep  up  with  the  workload.      (Each  month  since  February 
there  has  been  an  overflow  of  work  which  must  be  carried  into  the 
next  month). 


Dog  bites  in  San  Francisco  are  reported  to  the  Department  of  Public 
Health.     On  a  minor,  first-time  bite,   the  police  department  would  not 
even  be  notified.     However,    on  a  second  incidence  of  biting  by  the 
same  dog,    a  letter  is  directed  from  the  director  of  the  Health  Depart- 
ment to  the  district  attorney  with  an  information  copy  to  the  police 
department.     The  police  department  animal  control  officer  subsequently 
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cites    the  owner  of  the  dog.     On  a  third  incidence  of  biting,    or  on 
very  serious  bites,   the  same  process  is  observed.     However,   in 
addition  to  the  citation,   the  animal  control  officer  goes  to  the  residence 
where  the  dog  is  kept  with  an  SPCA  representative  and  the  animal   is 
physically  quarantined. 


Dog  licenses  in  San  Francisco  are  granted  by  the  City  License 
Bureau.     Of  the  120,  000  dogs  which  are  approximated  to  exist  in  the 
city,    only  31,  000  are  licensed. 


An  attempt  to  exert  some  coordination  over  the  animal  control 
function  is  made  by  the  Animal  Control  and  Welfare  Commission. 
This  commision  is  appointed  by  the  Board  of  Supervisors  to  act  as 
an  adivsory  commission  on  matters  regarding  animal  control  and 
welfare.     The  commission  consists  of  1 1  members,    including  a 
representative  from  the  police  department.     The  commission  accepts 
questions  or  suggestions  from  the  general  public  at  its  monthly  meetings. 


Evaluation 

Animal  control  in  the  City  and  County  of  San  Francisco  is  a  frag- 
mented,   costly  and  uncoordinated  business.     The  police  department, 
to  whom  the  public  normally  looks  for  assistance  in  matters  of  order 
maintenance,    is  not  required  to  act  in  the  areas  of  stray  dogs  or 
dogs  creating  a  public  nuisance.     For  these  matters,   the  public  is 
referred  to  the  SPCA.     However,    if  they  wish  to  report  a  barking 
dog,   they  are  referred  back  to  the  police  department.     For  dead 
animals,   there  is  a  separate  number  to  call  and  for  dog  bites,    yet 
another  number,   thereby  further  complicating  the  process  and 
frustrating  the  public  in  its  search  for  service  on  animal  matters. 


The  most  recent  contract  with  the  SPCA  calls  for  the  city  to  provide 
$660,  000  per  year  for  the  services  provided.     It  is  said  that  the 
SPCA  has  not  been  responsive  to  supervisorial  requests  that  these 
funds  be  accounted  for  and  related  to  work  accomplished  for  the  city. 
Animal  control,   no  less  than  any  other  function  provided  by  the  city, 
must  be  accountable  to  the  public  in  terms  of  what  it  costs  to  provide 
the  service;  whether  that  service  is  efficiently  provided;  and  whether 
the  service  is  effective.     It  would  appear  at  the  present  time  that  none 
of  these  questions  may  be  answered  affirmatively  in  San  Francisco. 
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Part  of  the  problem  which  presently  exists  stems  from  the  dichotomy 
which  exists  between  the  enforcement  aspects  of  animal  control  and 
the  care  and  shelter  aspects.     If  these  functions  can  be  separated 
with  regard  to  their  execution,   the  problem  should  be  well  on  its 
way  to  a  reasonable  solution.     While  it  is  not  advocated  that  general 
duty  police  officers  be  utilized  to  carry  out  elementary  animal  control 
functions,    it  is  recommended  that  the  enforcement  of  animal  control 
laws  and  ordinances  be  controlled  entirely  by  the  police  department. 
Establishment  of  an  expanded  Animal  Control  Unit  in  the  police  depart- 
ment would  provide  several  advantages. 

-  All  enforcement  efforts  would  be  directed  by  the  police  department 
which  most  often  receives  such  service  calls   anyway. 

-  As  police  department  employees,   animal  control  officers  would 
be  better  trained  to  abate  the  neighborhood  disturbances  which 
often  go  hand- in-hand  with  unresolved  animal  complaints  and 
which  the  SPCA  officers  are  reluctant  to  encounter. 

The  unification  of  all  animal  enforcement  problems  would 
permit  enforcement  officers  to  get  a  complete   picture  of  the 
problem  in  the  city.      (Stray  dogs  are  often  the  dogs  responsible 
for  barking,  biting,  littering  problems;  if  the  responsibility  is 
divided,    it  is  difficult  to  fix  accountability). 


It  is  recommended  that  the  city  continue  to  rely  on  the  SPCA  for 
animal  care  and  impoundment  facilities.     Once  out  of  the  enforcement 
business,   the  SPCA  should  be  able  to  provide  the  city  with  an  open-ended 
contract  based  on  numbers  of  dogs  received  at  the  facility  and  time  re- 
tained there,    without  becoming  embroiled  in  problems  relating  to  its 
tax-exempt  status. 


The  expanded  Animal  Control  Unit  within  the  police  department  should 
be  placed  under  the  Patrol  Division  and  operated  out  of  the  proposed 
Northeast  Station.     Since  many  animal  problems  tend  to  escalate  into 
people  problems,   the  unit  should  be  managed  by  a  sworn  officer.     The 
field  officers  should  be  civilians  who  have  been  well  trained  in  their 
jobs  and  who  operate  out  of  vehicles  plainly  marked  with  the  fact  that 
the  service  being  provided  is  a  police  service.     Services  provided  by 
the  Animal  Control  Unit  should  include  the  removal  of  dead  and  injured 
animals  from  the  city  streets  and  enforcement  of  all  the  animal  control 
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laws  and  ordinances.     Since  the  service  will  not  be  mixed  with  other 
services,   a  monthly  or  annual  accounting  of  costs  and  services  provided 
should  be  easily  made  available  upon  request. 


Recommendations 

Assign  all  animal  law  and  ordinance  enforcement  re- 
sponsibility to  an  Animal  Control  Section  in  the  police 
Department. 


Place  the  section  organizationally  with  the  Patrol  Division. 


Staff  the  section  with  civilian  animal  control  officers  su- 
pervised by  a  police  sergeant. 


Continue  to  contract  with  the  SPCA  for  animal  impound- 
ment facilities  as  long    as  they  are  provided  at  competitive 
rates. 


Assign  the  Animal  Control  Section  the  responsibility  for 
the  removal  of  all  dead  and  injured  animals  from  city 
streets. 
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CRIME  PREVENTION  SECTION 


The  Crime  Prevention  Section  is  organizationally  located  in  the 
Field  Operations  Bureau.     The  commander  reports  directly  to  the 
deputy  chief  for  field  operations.     Presently,   there  are  five  sworn 
personnel  assigned  to  the  section  on  a  full-time  basis;  one  lieutenant, 
one  sergeant  and  three  police  officers.     These  personnel  are  funded 
out  of  the  police  department  budget.     In  addition  to  the  sworn  person- 
nel,  there  are  also  38  civilians,    either  already  hired  or  in  the  process 
of  being  hired,   who  are  funded  from  an  LEAA  crime  prevention  grant. 
The  Crime  Prevention  Section  is  primarily  concerned  with  two 
programs,    Project  SAFE  (Safety  Awareness  for  Everyone)  and  the 
Crime  Resistance  Program. 


Project  SAFE 


Project  SAFE  was  established  in  December  1975.     It  is  a  project 
funded  by  the  California  Council  on  Criminal  Justice  in  the  amount  of 
$308,  550.      The  duration  of  the  grant  is  18  months.     However,   the 
project  length  is  listed  as  36  months,   and  it  is  anticipated  that  the 
project  will  be  refunded  when  the  present  grant  terminates. 


Project  SAFE  is  designed  to  expand  channels  of  communication  be- 
tween law  enforcement  agencies,   various  civic  and  church  organi- 
zations and  individuals  in  order  to  reduce  opportunities  for  crime 
and  thereby  reduce  target  crime  incidence  in  selected  neighborhoods. 


The  following  civilian  personnel  are  assigned  to  Project  SAFE. 

1   Co-Director 

9    Neighborhood  Coordinators 
18    Assistant  Neighborhood  Coordinators 
1     Statistician 
9     Clerks  (part-time) 
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The  first  year  grant  called  for  the  project  to  take  place  in  only  the 
four  most  heavily  crime -ridden  districts  in  the  city.     However,   as 
the  program  became  known,    pressure  was  applied  to  expand  it  to  all 
districts.     This  was  subsequently  done  and  the  scope  of  the  project 
has  now  increased  to  the  extent  that  every  district  is  now  equally 
represented  by  personnel  and  resources.     The  coordinators  work 
cut  of  offices  located  in  their  districts.     Presently,    only  four  such 
offices  are  in  operation,   but  additional  offices  are  in  the  process  of 
being  established. 


The  organization  of  Project  SAFE  is  based  on  the  hypothesis  that 
local  citizens  will  respond  to  the  urgings  of  their  neighbors  more 
readily  than  they  will  respond  to  the  police.     Consequently,   the 
civilian  staff  plays  a  line  role  in  organizing  the  neighborhoods  with 
the  police  department  providing  technical  support  in  the  form  of  ex- 
pert instruction  in  target  hardening,    operation  identification,    and 
other  successful  crime  prevention  programs.     The  police  officers 
who  provide  this  assistance,    do  so  on  an  overtime  basis  with  funds 
provided  in  the  grant. 


Evaluation  of  this  project  is  being  conducted  by  the  Mayor's  Criminal 
Justice  Council.     At  the  time  of  data  collection  for  this  report,   evalu- 
ation methodologies  were  still  in  the  discussion  stage  and  hard  evalu- 
ation data  on  the  project  thus  far  was  not  available. 


The  SAFE  program  has  been  successful  in  attracting  resources  in 
the  form  of  professional  assistance  from  various  elements  of  the 
business  community.     For  instance,   the  J.    Walter  Thompson 
Advertising  Agency  has  donated  personnel  and  the  Foster  and  Kleiser 
Sign  Company  has  donated  billboard  space.      (Thirty  billboards  are 
provided  by  Foster  and  Kleiser,   at  no  cost,   to  advertise  the  program). 
At  present,   the  neighborhood  alert  program  established  under  the 
project  has  established  230  block  clubs.     It  is  hoped  to  expand  this 
number  to  1,  000  by  the  end  of  the  year. 
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Crime  Resistance  Program 


The  Crime  Resistance  Program  is  a  joint  undertaking  between  the 
San  Francisco  Police  Department  and  the  FBI.     The  most  successful 
features  of  pilot  programs  across  the  country  have  been  introduced 
into  the  Crime  Resistance  Program  in  San  Francisco.     This  program 
is  coordinated  by  the  Crime  Prevention  Section  lieutenant  and  is 
carried  out  by  three  teams,    each  consisting  of  a  police  officer  and  an 
FBI  agent.      The  agents  have  been  assigned  to  work  full  time  with  the 
department  for  90  days.     However,   two  of  them  were  recently  reas- 
signed to  other  duties  and  only  one  remains. 


The  crime  resistance  officers  are  located  at  2475  Greenwich  Street 
in  the  North  End  Station.     They  are  located  here  because  of  a  lack 
of  room  in  the  Crime  Prevention  Unit  facilities  at  the  Hall  of  Justice. 
Officers  assigned  state  that  they  usually  communicate  with  the  section 
lieutenant  several  times  a  week. 


The  main  thrust  of  the  Crime  Resistance  Program  is  in  three  areas, 

Crimes  against  the  elderly 
The  "closed-loop"  concept,    and 
Operation  identification 


The  officer  concerned  with  crimes  against  the  elderly  attends  three 
to  four  meeting  per  day  and  instructs  elderly  citizens  in  how  to  care 
for  themselves  and  their  money  on  city  streets.     The  officer  provides 
cloth,    sewing  machines,    and  instructions  on  how  to  construct  purses 
which  can  be  worn  under  the  outerclothing. 


The  "closed-loop"  officer  maintains  close  contact  with  the  district 
stations  and  the  various  investigative  details.     Each  week,   a  specific 
crime  is  selected  which  is  prevalent  in  one  of  the  districts,   and  some 
action  which  homeowners  can  take  to  prevent  the  crime  is  identified 
and  highlighted  in  the  various  media  for  that  week. 


The  operation  identification  officer  has  concentrated  on  identifying 
items  with  a  high-theft  potential  through  businesses  rather  than  in 
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individual  homes.     Over  200  appliance  repair  businesses  have  been 
signed  up.     These  businesses  have  been  provided  with  electric 
marking  pencils  and  they  offer  to  mark,   free  of  charge,    appliances 
which  come  in  for  repair.     The  program  is  now  being  aimed  at  retail 
stores  so  that  the  product  can  be  identified  with  the  owner's  driver's 
license  number  at  the  time  of  the  sale.     All  three  officers  are  cross 
tiained  in  each   other's  specialty  and  regularly  fill  in  for  each  other 
when  the  occasion  demands  it. 


The  Crime  Prevention  Unit  also  promotes  the  establishment  of 
crime  prevention  seminars  for  local  businessmen.     This  is  done 
through  the  crime  prevention  committee  of  the  San  Francisco  Chamber 
of  Commerce.     Two  such  seminars  were  conducted  in  March  1977. 


Evaluation 


The  extent  of  the  involvement  of  the  police  department  in  crime 
prevention  activities  is  commendable.     However,    consultants  ob- 
served that  much  of  the  lieutenant's  time  was  taken  up  attending 
meetings  and  otherwise  playing  an  active  role  in  the  program's 
activities.     Also,   there  was  no  secretary  available  to  take  phone 
messages,    mail  out  requested  materials  or  keep  track  of  the  activ- 
ities which  the  program  involves. 


Both  Project  SAFE  and  the  Crime  Prevention  Program  are  ex- 
panding and  their  activities  are  increasing.     If  the  lieutenant  becomes 
too  involved  in  the  day-lo-day  activities  of  the  program,   he  will  not 
be  able  to  perform  the  necessary  functions  of  inspection,    control  and 
evaluation.     If  this  occurs,   the  program  may  lose  much  of  its  effect- 
iveness through  lack  of  direction.     An  important  first  step  in  the 
control  process  would  be  to  get  everyone  in  the  program  under  one 
roof,    either  in  the  Hall  of  Justice  or  at  some  other  appropriate  facility. 


At  the  present  time,   the  city  is  experiencing  a  slight  reduction  in 
crime  after  an  extended  period  of  increasing  rates.     There  are  many 
variables,    within  the  community  and  on  the  department,    including 
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crime  prevention,   which  may  have  had  some  effect  on  the  present 
reduction.     However,    since  there  are  no  valid  evaluation  criteria 
with  which  to  judge  the  present  programs,  any  further  critique  will 
be  held  in  abeyance.     The  department  should  carefully  monitor  the 
programs  presently  in  effect  and  attempt  to  develop  some  objective 
means  of  measuring  their  effectiveness  prior  to  investing  local 
funds  in  the  projects. 


Recommendations 

Provide  secretarial  assistance  for  the  section 
commander. 


Obtain  a  central  facility  suitable  to  house  all  crime 
prevention  personnel. 


Carefully  monitor  and  evaluate  present  crime  pre- 
vention programs  before  investing  local  funds  in 
their  continuance. 
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District  Stations 


During  the  last  half  of  the  19th  century  and  in  the  early  part  of  this 
century,    the  district  police  stations  were  necessary  because  the 
modes  of  travel  and  communication  were  slow  and  limited.     In  the  city 
a  policeman  walked  his  beat.     In  those  days  the  horse  and  buggy  and 
the  trolley  car  were  commonly  used.     As  these  gave  way  to  the  auto- 
mobile,   and  as  the  telephone  became  widely  used,    the  need  for 
district  police  stations  diminished.      Today,    some  of  the  older  eastern 
cities  still  cling  to  their  district  stations.     Newer  cities  in  the  western 
United  States  have  planned  with  the  times  and  are  therefore  not  locked 
into  the  obsolete  system. 


With  the  use  of  modern  police  radio  communication  (which  San  Fran- 
cisco does  have)  and  the  modern  police  patrol  system  in  which  police 
radio  cars  are  on  the  streets  24  hours  a  day,    365  days  per  year, 
police  service  can  be  given  more  rapidly  with  the  officer  in  ready- 
position  on  the  street.      The  district  police  station  as  a  service  unit 
to  the  local  neighborhood  has  outlived  its  usefulness.     Even  though 
San  Francisco  currently  has  nine  district  police  stations,    more  than 
97%  of  the  calls  for  police  service  are  made  by  phone  or  by  direct 
contact  with  a  patrol  officer  on  the  street. 


Of  the  nine  district  police  stations  in  San  Francisco,    most  are  old. 
Four  of  the  station  buildings,    namely,    Southeast,    Park,    Richmond 
and  Ingleside,    were  built  more  than  60  years  ago.      Taraval  Station 
is  50  years  old  and  Northern  57.      Mission  District  Station  was  built 
in  1950.      The  Hall  of  Justice,    built  in  1961,    houses  the  Southern 
Station;  while  Central,    the  newest,    was  built  in  1970.      The  present 
stations  are  not  suitably  located  nor  efficiently  designed  to  serve  the 
community  without  extensive  enlargement  and  modification.     Each  is 
too  small  to  accommodate  consolidation  with  other  stations.     See  Map 
on  Page  4-84  and  Chart  on  Page  4-85. 

When  most  of  the  district  stations  were  built,    there  were  not  as  many 
people  and  traffic  congestion  was  not  the  critical  problem  that  it  is 
today.     Northern  Station,    built  57  years  ago,    is   squeezed  in  the  midst 
of  a  commercial  district  on  Ellis  Street.      The  building  is  obsolete, 
with  very  little  parking  space  available.     Police  vehicles  must  often 
double  park  in  front  of  the  station,    adding  to  the  severe  traffic    con- 
gestion. 
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Central  Station  on  Vallejo  Street,    although  built  in  1970,    has  a  serious 
parking  problem.      The  station  occupies  the  first  floor  of  a  public 
parking  garage.      Traffic  on  Vallejo  Street  is  one-way  west  bound. 
Entrance  to  the  parking  garage  is  in  the  front  at  the  west  end  of  the 
building.      Therefore,    during  heavy  traffic  periods,    persons  who  wish 
to  park  in  the  garage,    are  stopped,    waiting  in  line,    blocking  off  the 
entire  front  of  the  police  facility.     Police  cars  can  neither  get  in  nor 
out  of  the  police  facility  parking  area.     Patrol  cars  cannot  conveniently 
drive  into  a  lower  parking  area,    so  the  area  is  used  for  the  parking  of 
cars  belonging  to  station  personnel.     All  too  often  police  cars  must 
double  park  or  park  on  the  sidewalk. 


Park,    Ingleside  and  possibly  Richmond  stations  have  sufficient  parking 
space.     Park  and  Ingleside  are  in  park  areas.     Although  Richmond 
Station    has  a  neighborhood  setting,    there  is  adequate  parking  in  the 
back  of  the  station  for  police  vehicles.      There  is  also  an  employees' 
parking  lot.     Southeast,    Mission  and  Taraval  Stations  are  also  plagued 
with  limited  parking  facilities. 


Most  of  the  stations  are  old,    with  poor  use  of  interior  space  and  out- 
moded appointments.     None  are  designed  nor  structured  for  use  as  a 
modern  police  facility.      They  are  not  well  located  geographically  to 
best  serve  the  community. 


Costs  generated  in  maintaining  a  district  station  include: 

-  Personnel  costs  to  staff  station 

_    Value  of  real  estate  (not  on  tax  roll) 

-  Utilities  (unnecessary  energy  use) 

-  Telephones 

-  Janitorial  and  maintenance 

-  Duplicate  records  and  services 

-  Computer  and  other  terminal  costs 

-  Other  indirect  costs 
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SAN  FRANCISCO  POLICE  DEPARTMENT 
EXISTING  POLICE  FACILITIES  AND  LOCATIONS 


TY  AND  COUNTY  OF  SAN  FRANCISCO  -   1973 


DISTRICT  STATIONS 

Central  766  Vallejo  St. 

(Corner  Emery  Lane) 
Southern  850  Bryant  St. 

Southeast  2300  Third  St. 

Mission  1240  Valencia  St. 

Northern  841  Ellis  St. 

Park  Stanyan  and  Waller  Sts. 

(Golden  Gate  Park) 
Richmond         461   Sixth  Ave. 
Ingleside  Balboa  Park  at 

Sgt. John  Young  Lane 
Taraval  2349  -  24th  Ave. 


A  OTHER  FACILITIES 

1.  Police  Headquarters 

2.  Youth  Services   Bureau 

3.  Helicopter  Unit 

4.  Park  and  Beach  Unit 

5.  Mounted  Unit 

6.  Pistol  Range  and  K9  Training 

7.  Candlestick  Park  Police 
Tower  and  Substation 

8.  Police  Communications   Tower 


Hall  of  Justice,    850  Bryant  St. 

2475  Greenwich  St. 

Crissy  Field,    Presidio 

Park  Station,    Golden  Gate  Park 

Polo  Field,    Golden  Gate  Park 

John  Muir  Dr.  &  Lake  Merced  Blvd. 

Candlestick  Park 

Christmas   Tree  Point,    Twin  Peaks 


in  Francisco  Department  of  City  Planning 


___ 


District  Police  Stations 


San  Francisco  Police  Department 


Building  Maximum 

Area's  Off  Street         Manpower 


District 

Year  Built 

Square  Feet 

Parking 

Capacity 

Central 

1970 

8,  000      * 

19 

197 

Southern 

1961 

4,  500 

2 

145 

Southwest 

1915 

7,  600 

10 

150 

Mission 

1950 

9,  600 

14 

150 

Northern 

1920 

9,  800 

10 

160 

Park 

1910 

6,  100 

30 

130 

Richmond 

1912 

5,  600 

25 

120 

Ingleside 

1910 

6,  100 

28 

130 

Taraval 

1927 

8,  800 

14 

150 

Information  from  POLICE  FACILITIES 

Prepared  by  San  Francisco  Department  of  City  Planning 


4-85 


District  Police  Stations  in  Other  Cities  -  A  Comparison 


Excluding  San  Francisco,    a  review  of  the  police  departments  in  nine 
of  the  largest  cities  in  the  western  United  States  shows  wide  variation 
in  the  average  number  of  square  miles  per  district  station.     They 
range  from  22  miles  to  157  miles  per  district  station.     Five  of  the 
nine  are  between  22  and  32  square  miles  per  station.     Three  are 
higher.      San  Francisco,    with  46.38  square  miles  within  the  city,    has 
nine  district  stations  for  an  average  of  5.15  square  miles  per  district 
station,    far  below  any  city  in  the  western  United  States.     See  chart  on 
Page4-87. 


District  stations  should  be  established  primarily  to  facilitate  the 
deployment  of  field  officers  to  their  respective  beat  areas.     Also, 
the  allocation  of  officers  to  district  stations  reduces  the  size  of 
platoons  which  otherwise  would  be  too  large  to  conveniently  manage. 


The  concept   of  providing  a  police  station  for  neighborhood  conven- 
ience,   creates  a  manpower  drain  which  is  costly  and  unproductive. 
Police  officers  should  be  on  the  streets  fighting  crime  and  providing 
police  service,    not  sitting  in  police  stations. 
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CITY 


DISTRICT  POLICE  STATIONS 
For  large  cities  in  Western  United  States 


Number  of  Average 

Total  City        District  Square 

Square             Police  Miles  ir> 

Miles             Stations  District 


Population 
Density 
per  Square 
Population  Mile 


San  Francisco  46.38 


Denver 


Long  Beach 


Oakland 


Portland 


San  Jose 


Seattle 


117.5 


49 


Los  Angeles  466. 2 


63 


95 


157 


83.64 


9 
5 
1 
17 
1 
3 
1 
3 


5.15     666,100    14,361 


23.5 


49 


63 


31.66 


157 


28 


523,700     4,473 


340,900 

6,957 

739,  100 

5,  857 

333, 100 

5,  300 

382,000 

4,  008 

577,700 

3,  680 

507,  000 

6,  062 

Vancouver,  B.  C.   44 
San  Diego        319 


2 
3 


22 
106 


440,000     10,000 
773,400      2,424 


4-87 


Construct  New  District  Stations 

It  is  proposed  that  all  of  the  nine  district  stations  be  replaced  with 
three  new  district  stations  strategically  located  to  best  serve  all  the 
people  of  San  Francisco;  one  to  be  built  in  the  Northeastern  part  of 
the  city,    one  in  the  Southwest,    and  one  in  the  Southeast.     In  order  to 
centralize  police  activities  as  much  as  possible,    it  is  suggested  that 
the  Northeastern  District  Station  be  located  across  the  street  from 
the  Hall  of  Justice.     It  would  be  the  primary  Patrol  District  Station. 
The  geographical  area  of  patrol  responsibility  would  cover  what  is 
now  Central,    Northern  and  Southern  Districts,    and  the   eastern 
portion  of  Park  District.     It  is  estimated  that  the  police  activity  in 
those  combined  areas  constitute  approximately  half  of  the  total  for 
the  city. 


The  proposed  Northeastern  District  Station  should  accommodate 
approximately  50%  of  the  patrol  force. 


The  facility  would  provide: 

-  Offices  for  operations 

-  Lineup  rooms  for  the  briefing  of  ongoing  shifts 

-  Conference  Room 

-  Locker  rooms  and  showers 

-  Gym 

-  Interview  rooms 

-  Auditorium 

-  Classrooms  for  training 

-  Utility  and  storage  areas 

-  Restricted  parking  areas  for  change-of-watch  vehicles. 


Integrate  what  is  now  Southern  Station  into  the  new  district  station. 
It  would  relieve  some  of  the  space  problems  now  existing  in  the 
Hall  of  Justice. 
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Locate  the  second  district  station  in  the  western  part  of  the  city, 
covering  an  area  which  includes  the  western  half  of  Park  District 
and  Richmond  and  Taraval  Districts,    which  accounts  for  about  17% 
of  the  police  activity  occurring  in  the  city.      The  district  station  should 
contain  office  space,    two  briefing  lineup  rooms,    lockers  and  showers, 
a  gym,    and  one  or  two  classrooms  for  training.      The  third  district 
station  in  the  southeastern  part  of  the  city  would  be  comprised  of 
Mission,    Southeast  and  Ingleside  Districts.     It  would  be  constructed 
with  the  necessary  facilities  as  described  for  the  other  stations. 


Cost 

Escalating  costs  and  changing  market  values  make  it  difficult  to 
estimate  land  acquisition  and  building  costs  for  three  district  stations, 
however,    the  following  figures  are  given  to  reflect  approximate  space 
estimates  : 

Northeastern  Station  -    Building,    20,  000    square  feet, plus  land  area  of 
about  15,  000  square  feet  for  parking.     If  building  were  two- story  and 
parking  double-decked,    land  use  would  be  reduced  proportionately. 

Western  Station    -    Building,    10,  000  square  feet, plus  land  area  of  about 
8,  000  square  feet  for  parking. 

South  Station  -    Building,    14,  000  square  feet,  plus  land  area  of  about 
12,  000  square  feet  for  parking. 


At  $70.00  per  square  foot,    building  costs  would  amount  to  about 
$3,  080,  000.      Land  acquisition  cost  estimates  are  not  known. 


The  nine  district  station.-  now  in  current  use  could  be  converted  to 
other  community  use  or  liquidated,    and  the  money  paid  toward  the  new 
district  stations.      The  cash  benefits  realized  by  the  reduction  of  some 
of  the  personnel  now  staffing  six  of  the  district  stations  would  help 
amortize  cost  of  the  new  district  stations,    with  little  or  no  additional 
cost  to  the  community.     Estimate  of  personnel  savings  with  reduction 
of  district  stations,    is   shown  on  Pages  4-95  and  4-96. 

Obligations  for  Police  Service 

The  police  have  a  responsibility  to  provide  police  service,    not  police 
stations,    to  the  community.     Justification  for  district  stations  must 
be  determined  by  the  police  department,    based  on  objective  evaluation 
as  to  how  best  police  services   can  be  provided  to  the  community  by 
full  and  effective  use  of  available  police  resources.     Such  decisions 
should  not  rest  with  unsupported  individual  prerogatives. 
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District  Personnel  Assigned  Versus  Volume  of  Crime 
as  Reported  for  1976 

Percent         Percent 
Personnel  of  of  Total        Percent 

Assigned  Total  Crime       Difference 

A.  Central  133  14.17  18.72  +4.55 

B.  Southern 

C.  Southeast 

D.  Mission 

E.  Northern 

F.  Park 

G.  Richmond 
H.  Ingleside 
I.  Taraval 


Review  of  the  number  of  personnel  assigned  to  each  district  station 
versus  the  volume  of  crime  occurring  in  each  district  indicates  need 
for  reevaluation  of  personnel  distribution.     It  appears  that  the  three 
districts  (A,    D  &  E),    with  the  greatest  volume  of  crime,    are 
deficient  in  assigned  personnel;  all  in  the  north  central  part  of  the 
city;  while  those  districts  with  more  personnel  and  lesser  crime 
are  generally  perimeter  areas. 


97 

10.34 

10.75 

+0.41 

92 

9.79 

9.31 

-0.48 

112 

11.92 

12.36 

+0.44 

142 

15.13 

16.97 

+  1.84 

92 

9.80 

9.19 

-0.61 

77 

8.20 

6.36 

-1.84 

110 

11.72 

9.89 

-1.83 

83 

8.85 

6.46 

-2.39 
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Proposed  Organization  for  Patrol  Division 

It  is  proposed  that  the  number  of  district  zone  stations  be  reduced  to 
three.     A  deputy  chief  as  commanding  officer  of  the  Field  Operation 
Bureau  would  be  in  direct  command  of  Patrol  Division.     Each  of  the 
three  Patrol  Division  Zone  Commanders  would  report  directly  to 
the  deputy  chief.     Thus,    one  level  of  the  organizational  chain  would 
be  reduced,   which  would  bring  the  deputy  chief  closer  to  the  opera- 
tional level. 


Because  of  the  volume  of  crime  and  needs  for  police  service,   a  super- 
vising captain  would  be  assigned  to  the  northeast  zone  and  a  supervising 
captain  to  the  south  zone,    with  each  watch  covered  by  a  captain.     The 
west  zone  would  have  a  captain  assigned  as  division  commander, 
with  lieutenants  as  watch  commander. 


Northeast  Zone 

The  station  serving  the  northeast  part  of  the  city  would  be  located 
across  the  street  from  the  Hall  of  Justice  on  the  south  side.     The 
zone  would  include  what  is  now  the: 

Central  District 

Northern  District 

Southern  District 

Park  District  (east  of  Masonic  Ave.  ) 


Estimated  Staff  Requirements 

Supervising  Captain 

Captains 

Lieutenants 

Sergeants 

Patrolmen 

Station  Officer 

Clerks 

Stenographer 

Total  - 


Station 

Street 

Total 

1 

0 

1 

4 

0 

4 

0 

10 

10 

5 

46 

51 

0 

370 

370 

7 

0 

7 

4 

0 

4 

1 
22 

0 

426 

1 

448 

In  the  Northeastern  Patrol  Zone,    assign  a  supervising  captain  as 
commanding  officer. 
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Assign  four  captains  as  watch  commanders  of  the  Northeastern  Zone 
under  the  direction  of  the  supervising  captain. 

Divide  the  zone  into  two  sectors.     Assign  one  lieutenant  to  each  sector 
on  each  watch.     Divide  each  sector  into  districts  and  assign  one 
supervising  sergeant  to  each  district.      Break  districts  into  beats  for 
assignment  of  patrol  officers. 


Western  Zone 

Locate  a  zone  station  in  the  western  part  of  the  city.     It  is  suggested 
that  the  zone  include  what  is  now  the: 

Richmond  District 

Taraval  District 

Park  District  (Area  west  of  Masonic  Ave.  ) 


Estimated  Staff  Requirements  Station  Street  Total 


Captain 

Lieutenants 

Sergeants 

Patrolmen 

Station  Officer 

Clerks 

Total 


1 

0 

1 

0 

5 

5 

5 

16 

21 

0 

130 

130 

6 

0 

6 

2 

0 

2 

14 

151 

165 

One  captain  as  zone  commander. 

One  lieutenant  on  each  watch  as  watch  commander. 

Establish  geographical  districts.     Assign  one  supervising  sergeant 
to  each  district  around  the  clock. 

Assign  patrolmen  to  cover  all  beats  as  required. 
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South  Zone 

Locate  zone  station  in  the  south  part  of  the  city.      The  zone  would 
include  what  is  now: 

Southeastern  District 
Ingleside  District 
Mission  District 


Estimated  Staff  R« 

squirem 
in 

ents 

Station 

1 

Street 
0 

Total 

Supervising  Capta 

1 

Captain  (watch) 

4 

0 

4 

Lieutenants 

0 

10 

10 

Sergeants 

5 

27 

32 

Patrolmen 

0 

220 

220 

Station  Officer 

8 

0 

8 

Clerks 

Total  - 

3 
21 

0 

257 

3 

278 

Assign  one  supervising  captain  to  the  South  Zone. 

Assign  captains  as  watch  commanders,    around  the  clock. 

Divide  the  zone  into  two  sectors.     Assign  one  lieutenant  to  each 
sector,    around  the  clock. 

Divide  sectors  into  districts;  assign  sergeants  to  districts. 
Divide  districts  into  beats  for  assignment  of  patrol  officers. 


Personnel  Adjustments 

The  following  two  charts  reflect  approximate  adjustments  in 
personnel  needs  by  conversion  from  nine  district   police  stations 
to  three  stations. 


The  chart  on  Page  4-95  depicts  the  adjustments  for  station  house 
personnel  only,    which  reflects  a  reduction  of  59  personnel  and 
savings  of  $1,  912,  075. 
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The  chart  on  Page  4-96    depicts  adjustment  of  affected  personnel 
for  the  total  Patrol  Division,    showing  a  reduction  of  37  personnel 
with  a  savings  of  $1,  116,  759.     The  second  chart  reflects  the 
movement  of  22  sergeants  to  field  supervisory  cuties. 


The  change  would  require: 

-  Creation  of  one  position  of  supervising  captain. 

-  Reduction  of  two  captains  for  assignment  to  other  divisions. 

-  Reduction  of  ten  lieutenants. 

-  An  increase  of  one  sergeant  position.     Although  there  would 
be  a  reduction  of  21   sergeants  in  the  district  stations, 
there  is  a  shortage  and  need  for  22  supervising  sergeants 
in  the  field. 

-  Reduction  of  ten  patrolmen. 

-  Reduction  of  18  station  officers. 

-  A  probable  increase  of  one  steno/clerk. 
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District  Police  Office 

If  neighborhood  demand  for  a  district  police  facility  is  so  intense  that 
it  must  be  in  some  way  accommodated,    then  a  "District  Police  Office" 
may  be  established  which  would  provide  the  same  level  of  service  as 
the  current  district  stations.     A  citizen  could: 

-  Post  bail  for  a  traffic  citation 

-  Obtain  release  of  impounded  vehicle 

-  Make  a  police  report 

-  Obtain  information 

-  Obtain  police  assistance  from  a  field  officer. 


Staff  a  district  police  office  with  a  civilian  employee  at  hours  required. 
This  arrangement  for  neighborhood  service  would  serve  the  citizen  as 
well  as  a  district  station,    with  tremendous  savings  over  the  maintenance 
of  a  district  station.     If  this  were  done,    it  should  be  located  to  serve 
a  reasonably  large  area,    more  than  just  a  neighborhood. 


Comment 


Construction  of  three  new  district  stations  would  do  much  to  enhance 
the  capability  of  the  police  department  to  function  effectively.     It 
would  provide  modern  quarters  with  lineup  rooms  and  sufficient 
lockers,    showers,    and  gym  facilities,    which  are  badly  needed  for 
the  officers.     It  would    .make  available  convenient  and  timesaving 
parking  space  for  change-of- shift  cars.     It  would  benefit  the  norale 
of  the  officers  through  improved  working  conditions  and  pleasant 
working  environment. 


The  reduction  in  the  number  of  district  stations  would  lessen  the 
multiplicity  of  communication  problems  and  improve  administrative 
control.     It  would  reflect  a  reduction  in  the  cost  of  police  service 
and  should  be  a  dramatic  step  towards  making  the  San  Francisco 
Police  Department  one  of  the  most  progressive  police  organizations 
in  the  country. 
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Recommendations 

To  provide  suitable  quarters  for  the  police  patrol  force, 
construct  three  new  district  stations;  one  in  the  northeast 
part  of  the  city;  one  in  the  southwest;  and  one  in  the 
southeast. 


Close  the  nine  district  police  stations  currently  in 
operation. 
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PATROL  SPECIAL  OFFICERS 


There  exists  in  the  City/County  of  San  Francisco     a  system  of  privately 
owned  footbeats  that  have  been  established  under  Charter  Section  3.  536. 
Authority  to  appoint  and  dismiss   patrol  special   officers  is  vested  in 
the  Police  Commission  along  with  the  power  to  approve  or  disapprove 
the  sale  or  transfer  of  a  beat  area. 


Charter  Section  3.536  establishes  hiring  requisites  which  include: 
minimum  and  maximum  ages   (21->40)  at  time  of  appointment;  physical 
qualifications  as  may  be  required  by  the  Police  Commission;   and  good 
moral  character.     Training  requisites  are  not  mentioned;  however, 
the  department  requires  58  hours  of  training,    which  includes  832  P.  C. 
provided  through  the  police  academy  prior  to  field  duty. 


Uniforms  worn  by  specials  are  identical  to  those  of  sworn  police 
officers  with  the  exception  of  the  shoulder  patch  which  is  silver  in 
color  instead  of  gold  and  reads  patrol  specials,   and  the  badge  design 
which  is  a  six-pointed  star  as  opposed  to  a  seven-pointed  star  worn 
by  sworn  officers. 


Patrol  special  officers  walk  specified  beats  providing  security  for 
buildings  and  persons  subscribing  to  the  service.  A  fee  is  paid 
directly  to  the  owner  of  the  beat  by  the  subscriber. 

Beats  have  been  established  in  each  of  the  nine  police  districts 
numbering  from  as  few  as  three  in  Taraval  to  eleven  in  Northern. 


Each  district  station  maintains  a  roster  of  patrol  special  officers 
and  a  sign-in  log  book.     Specials  are  required  to  sign  in  at  the  begin- 
ning of  their  tour  of  duty  and  are  supervised  by  district  sergeants 
throughout  their  working  hours.     They  are  required,   at  the  option  of 
the  station  commander,   to  report  off  duty  either  in  person  or  by 
signal  box. 
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There  are  a  total  of  sixty-four  patrol  special  beats  located  throughout 
the  city  which  are  owned  by  43  persons  identified  as  patrol  special 
officers.     In  addition,  there  are  96  persons  employed  by  the  beat 
owners  who  are  identified  as  assistant  patrol  special  officers. 


Linlike  patrol  special  officers,    assistant  patrol  special  officers  are 
appointed  directly  by  the  chief  of  police  and  do  not  require  Police 
Commission  approval. 


Rules  and  procedures  governing  patrol  special  officers  and  assistant 
patrol  special  officers  are  contained  in  a  San  Francisco  Police    De- 
partment manual     titled,    "Rules  and  Procedures  Patrol  Special   Officers 
and  Assistant  Patrol  Special  Officers",    which  was  adopted  by  the  Police 
Commission  on  September  28,    1970. 


The  manual  was  amended  by  Police  Commission  action  on 
November  13,    1974,   by  Resolution  Number  478-74.     The  amendment 
was  converted  to  department  permanent  order  number  20  on  November 
15,    1974,   by  order  of  the  chief  of  police.     The  change  had  to  do  with 
procedures  for  processing,   training  and  appointment  of  patrol  special 
and  assistant  patrol  special  officers. 


Contents  of  the  manual  include  the  aforementioned  material,    regu- 
lations,  field  procedures,    equipment  and  general  information. 


Significant  quotations  from  the  manual  are  as  follows: 
1.03    The  Police  Commission  shall  appoint: 

2.      Patrol  special  police  officers 
]  .  05     The  Chief  of  Police  shall  appoint: 

a.     Assistants  to  patrol  special  police  officers. 
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Permanent  order  number  20  states  in  part  that: 

1.  Patrol  special  officer  and  assistant  patrol  special  officer 
applicants  must  meet  the  following  standards: 

a.  Be  a  citizen  of  the  United  States. 

b.  Be  at  least  21  years  of  age. 

c.  Be  fingerprinted  for  purposes  of  search  of  local,    state,   and 
national  fingerprint  files  to  disclose  any  criminal  records. 

d.  Be  of  good  moral  character,    as  determined  by  a  thorough 
background  investigation. 

e.  Be  a  high  school  graduate  or  pass  the  general  education 
development  test  indicating  high  school  graduation  level. 

f.  Be  found,    after  examination  by  a  licensed  physician  and 
surgeon,   to  be  free  from  any  physical,   emotional  or 
mental   condition  which  might  adversely  affect  the  exercise 
of  his  duties. 

2.  The  Bureau  of  Personnel  and  Training  shall  be  responsible  for 
the  following:* 

d.     Training  of  applicants  -  All  applicants  must  successfully 
complete  POST  certified  P.  C.    832,    Arrest  and  Firearms 
Training  course  prior  to  appointment. 

f.      Certify  to  the  chief  of  police  that  the  applicant  is  acceptable 
for  appointment. 


The  following  are  manual  sections  also  considered  significant: 

2.  01     The  police  department  and  its  members  shall  have  the 
power  and  it  is  their  duty  to: 

.  1     Prevent  crime. 

.  2     Protect  life  and  property. 

.  3     Detect  and  arrest  offenders. 


*  a,  b,  c,  e,  g,  h,  and  i  not  quoted. 
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.4    Preserve  the  public  peace. 

.  5    Enforce  all  penal  laws  and  ordinances. 


Sergeant  of  Police 

3.  335  shall  guide  and  instruct  subordinates  in  the  proper  per- 
formance of  police  duty  and  enforce  obedience  to  and  strict 
observance  of  the  rules  and  procedures  of  the  department  and 
orders  of  superior  officers. 


Patrol  Sergeant 

.  1     Shall  have  immediate  control  and  supervision  of  the  geo- 
graphical area  to  which  assigned  and  the  members  under  him 

.  2    Shall  require  patrolmen  and  patrol  special  police  officers 
to  remain  on  their  beats,    details  or  assignments   and 
efficiently  perform  their  duties. 

.  3    Shall  notify  the  platoon  commander  when  a  patrolman  or 
patrol  special  police  officer  cannot  be  located.     He  shall 
search  for  such  officer  until  found  or  until  relieved  by  a 
superior  officer.     Shall  report  in  writing  to  his  commanding 
officer  if  the  missing  officer  cannot  give  a  satisfactory 
explanation  for  his  absence. 


A  Member 

3.  401  Shall  keep  the  peace  and  prevent  violations  of  law  and 
perform  such  duties  as  may  be  assigned  by  competent 
authority. 

3.403    Shall  be  governed  by  and  subject  to  all  applicable  depart- 
ment orders  and  rules  and  procedures  herein  listed. 

3.405     Shall  at  all  times  preserve  the  peace,    prevent  crime, 

detect  and  arrest  offenders  and  enforce  all  criminal  laws 
and  penal  ordinances. 
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3.419    Shall  report  on  duty  in  uniform  in  person  at  the  district 
station  to  which  he  is  attached,    and  off-duty  either  in 
person  or  by  signal  box  at  the  discretion  of  the  commanding 
officer  of  the  station. 

3.421     Shall  patrol  his  beat  in  uniform. 

3.423     Shall  carry  his  firearm  while  on  duty,   and  may  do  so  at  any 
other  time  within  the  City  and  County  of  San  Francisco 
pursuant  the  law. 

3.425     Shall  read  the  orders,   teletypes  and  reports  made  available 
by  the  platoon  commander  prior  to  beginning  his  tour  of  duty. 


Various  legal  opinions  pertaining  to  the  status  of  patrol  special  and 
assistant  patrol  special  officers  have  been  directed  to  the  police  de- 
partment by  the  San  Francisco  City  Attorney's  Office.     One  such, 
dated  May  28,    1969,    in  answering  an  inquiry  by  the  then  Chief  of 
Police  Thomas  J.    Cahill  as  to  the  law  enforcement  status  of  patrol 
special  officers,    concluded  that  -  a  special  patrol  officer  is  a 
"policeman  of  a  city"  and  is  thus,   a  peace  officer  within  the  definition 
of  Section  830.  1   of  the  Penal  Code. 


This  opinion  dealt  only  with  patrol  special  officers  and  did  not  in- 
clude a  specific  reference  to  assistant  patrol  special  officers. 


Evaluation 

The  existence  of  private  patrols  supported  by  business  owners  is  not 
unique  to  San  Francisco.      Private  patrols  exist  in  most  major  cities 
throughout  California. 


Generally,   their  scope  of  activity  encompasses  peace  keeping  on 
private  property  and  patrolling  on  foot  or  in  vehicles  providing  building 
and  grounds  security.     They  exist  on  fees  paid  by  private  concerns 
desirous  of  individual  security  not  normally  available  through  local 
law  enforcement. 
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Private  patrols  in  most  instances  utilize  vehicle  markings  and  uniforms 
that  are  distinctly  different  from  the  police  agency  or  agencies  within 
their  geographical  area  of  responsibility. 


Personnel  employed  by  private  patrol  companies  are  seldom  required 
to  meet  the  mental  and  physical  qualifications  demanded  of  police 
candidates. 


Training  of  private  patrol  personnel  is  usually  provided  by  the 
employing  agency  and  in  most  instances  is  minimal  at  best. 


While  all  private  patrols  operate  under  some  form  of  legal  authority, 
few  are  directly  established  through  governmental  action,    such  as 
ordinance  or  charter,    and  few  are  directly  responsible  to  the  area 
police  agency  in  regards  to  supervision  and  control  of  their  operational 
activity  on  a  day-to-day  basis. 


Due  to  the  complexity  and  inherent  danger  of  general  police  work, 
private  patrol  officers  are  usually  discouraged,   both  by  their  employer 
and  law  enforcement  agencies,   from  involving  themselves  in  law  en- 
forcement activities  beyond  their  primary  responsibility  and  capability. 
Such  a  policy  lessens  the  likelihood  that  the  concerned  political  entity 
or  law  enforcement  agency  will  be  implicated  in  a  legal  action  arising 
from  inappropriate  action  by,    or  injury  to,   a  special  officer. 


San  Francisco  is  unique  in  that  most  of  these  generally  accepted 
principles  are  not  applicable  to  patrol  special  officers.     Quite  the 
contrary  is  true. 


It  is  obvious  that,   based  on  city  ordinance  and  legal  opinion,   the 
governing  body  of  San  Francisco  expressly  desires  that  patrol 
special  officers  enjoy  the  status  of  regular  city  police  officers. 


Such  has  been  the  case  since  the  inception  of  the  patrol  special  beat 
system  over  fifty  years  ago. 


4-104 


The  police  department  by  direction  of  the  Police  Commission  has 
fostered  this  concept.     As  recently  as  November  1974,   the  Police 
Commission  by  resolution  amended  the  police  department's  rules 
and  procedures  manual  for  patrol  special  officers.     The  amendment 
was  designed  to  update  procedures  for  the  processing,   training  and 
appointment  of  patrol  special  and  assistant  patrol  special  officers. 


Criteria  for  appointment  is  exactly  that  as  is  prescribed  for  peace 
officers  under  Section  1031  of  the  Government  Code  with  the  exception 
of  the  minimum  age.     Secion  1031  prescribes  18  years  whereas 
San  Francisco  requires  a  minimum  age  of  21. 


The  intent  that  patrol  special  and  assistant  patrol  special  officers 
enjoy  regular  police  status  and  responsibility  is  further  supported  by 
directives  contained  in  the  official  police  department  manual  of  rules 
and  procedures  for  patrol  special  officers  and  assistant  patrol  special 
officers.      The  most  succinct  of  which  orders  that  they  "shall  at  all 
times  preserve  the  peace,    prevent  crime,   detect  and  arrest  offenders 
and  enforce  all  criminal  laws  and  penal  ordinances"  (3.405). 


In  only  three  significant  areas  are  they  treated  dissimilarly:  training, 
pay  and  fringe  benefits. 


Patrol  specials  and  assistants  now  receive  a  total  of  58  hours  training 
provided  by  the  department's  training  academy  as  opposed  to  the 
640  hours  provided  for  regular  officers.      Patrol  specials  receive  no 
remuneration  from  the  city. 


Patrol  specials  purchase  their  own  uniforms  and  equipment  other  than 
the  star  and  identification  card,    whereas  regular  officers  are  equipped 
at  city  expense. 


Based  on  the  obvious  intent  of  the  city  to  bestow  regular  officer  powers 
on  patrol  special  officers,    one  might  logically  wonder  as  to  the  extent 
of  the  city's  legal  and  moral  responsibility  in  those  instances  where  a 
special  officer  is  seriously  injured  or  killed  while  taking  police  action 
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beyond  the  scope  of  his  employment.     Would  the  department  knowingly 
assign  a  regular  officer  to  street  duty  with  only  58  hour  of  training? 


Doesn't  the  obligation  to  furnish  officers  with  the  necessary  safety 
equipment  extend  to  training? 


If  it  could  be  shown  that  a  lack  of  training  contributed  to  the  injury 
or  death  of  a  patrol  special  officer,    would  the  city  be  liable?     Also 
to  be  considered  is  the  possible  adverse  effect  to  the  department's 
image  when  some  improper  police  action  on  the  part  of  a  patrol 
special  officer  is  observed  by  members  of  the  public. 


Would  the  average  citizen  witnessing,    or  being  the  subject  of,    some 
inappropriate  action  by  a  patrol  special  officer  be  able  to  tell  that 
it  was  not  a  regular  police  officer? 


These  are  serious  questions  that  should  be  resolved  as  soon  as  possible. 


The  department  has  recognized  the  seriousness  of  the  matter  for  quite 
some  time.      The  matter  has  received  much  attention  by  the  depart- 
ment's legal  office.     That  concern  was  brought  to  the  attention  of  the 
chief  who  has  recently  ordered  a  comprehensive  study  and  report  for 
presentation  to  the  city. 


Consultants  do  not  know  what  recommendations  may  be  made  in  that 
report;  however,   from  POST  view,   there  appears  to  be  only  two 
acceptable  alternatives: 

Through  charter  action,    clearly  indicate  that  patrol  special 
officers  are  special  officers  endowed  with  no  greater  police 
authority  than  that  enjoyed  by  other  classes  of  special  officers 
employed  by  private  concerns.     Relieve  the  police  department 
of  the  responsibility  for  training  patrol  special  officers  and 
their  supervision.     Require  that  patrol  special  officers  wear 
uniforms  distinctively  different  from  those  worn  by  regular 
city  police  officers. 
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Continue  the  present  system  but  provide  the  level  of  training 
acceptable  for  regular  officers  as  prescribed  in  Section  832.  3 
of  the  California  Penal  Code  and  1005(a)  of  the  California 
Administrative  Code.     Said  training  to  consist  of  a  minimum  of 
200  hours. * 


Neither  of  these  alternatives  will  be  popular  with  everyone  concerned. 
Some  department  members  will  argue  that  patrol  special  officers 
provide  a  vital  service  in  augmenting  the  patrol  force.     Beat  pwners 
will  be  deeply  concerned  over  their  vested  property  rights  and  the 
possible  adverse  monetary  effect  that  a  charter  change  may  cause. 


These  are  valid  concerns  that  deserve  careful  analysis.     Nevertheless, 
a  decision  should  be  made  as  to  what  is  best  for  the  City/County  of 
San  Francisco,   the  police  department  and  the  patrol  special  officers. 


*  Refer  to  page  1-1,    POST  Adminstrative  Manual. 
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Field  Interrogation  Cards 


A  field  interrogation  card,   properly  completed,   fulfills  several 
functions: 

It  identifies  a  person  contacted  under  suspicious  circumstances. 

It  places  that  person  irrefutably  in  a  certain  location  at  a 
given  time. 

It  provides  personal  and  clothing  descriptions  which  may  be 
matched  against  suspects  in  other  cases. 

It  identifies  persons  or  vehicles  matching  descriptions  obtained 
from  victims  of  other  crimes. 

Part  or  all  of  this  information  may  prove  to  be  valuable  to  another 
officer  on  a  different  shift,    or  to  an  investigator  in  connection  with 
cases  he  is  working.     Without  the  cards  as  a  reference,   the  infor- 
mation would  not  be  available  to  anyone  except  the  officer  who  con- 
ducted the  interrogation. 


A  recent  study  has  shown  that  the  conduct  of  field  interrogations  has 
a  suppressing  effect  on  the  occurence  of  crime  in  the  area  in  which 
the  interrogations  are  conducted.     A  review  of  the  program  in 
San  Francisco  indicates  that  field  interrogations  are  not  being  appro- 
priately utilized  by  management  to  assist  in  the  solution  of  crime. 
Subsequently,    many  patrol  officers  are  convinced  that  field  interro- 
gations are  unnecessary  and  department  efforts  are  less  than  adequate 
in  this  area. 


Evaluation 

One  of  the  fundamental  responsibilities  of  the  police  is  to  suppress 
crime  and  arrest  violators  of  the  law.     In  order  to  do  this,   police 
in  San  Francisco  patrol  the  city  streets  on  foot  and  in  mobile  units. 
It  is  not  enough  that  these  officers  limit  their  activities  to  taking 
reports  of  crimes  already  committed.     They  must  be  alert,    observant 
and  actively  intervene  whenever  their  suspicions  are  aroused.     In  order 
to  function  properly  in  this  role,    patrol  officers  should  be  well  trained 
in  the  techniques  of  field  interrogation  and  provided  with  current 
data  on  wanted  persons  and  vehicles. 
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"Whenever  a  person  is  detained  and  the  officer's  suspicions  are  not 
allayed  as  a  result  of  the  ensuing  interrogation,   a  field  interro- 
gation report  should  be  prepared.     The  field  interrogation  report 
should  consist  of  a  three-copy  form.     When  completed,    one  copy 
should  be    retained    by  the  district  station  for  the  benefit  of  local 
patrol  officers,    one  copy  should  be  routed  to  the  Investigation 
Bureau  and  one  copy  should  be  routed  to  the  Crime  Analysis  Section. 
When  used  discriminately,   field  interrogations  can  suppress  crime; 
and  when  properly  analyzed,   the  field  interrogation  report  can  have 
a  real  impact  on  the  department's  success  in  identifying  and  appre- 
hending those  responsible  for  crime  in  the  city. 


Recommendations 


Provide  training  on  the  importance  of  and  techniques 
for  conducting  field  interrogations. 


Develop  a  three -part  field  interrogation  report. 


Distribute  field  interrogation  reports  to  the  Investigation 
Bureau  and  Crime  Analysis  Section. 


Analyze  and  appropriately  utilize  information  gleaned 
from  field  interrogation  cards. 
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SECTION  V 
TRAFFIC  MANAGEMENT 


TRAFFIC  MANAGEMENT 


The  police  administration  is  charged  with  the  responsibility  of 
protecting  life  and  property  and  providing  police  services  which  will 
provide  the  citizens  maximum  protection  with  a  minimum  of  interrup- 
tion.    By  far  the  greatest  public  safety  losses  to  the  people  stem  from 
street  and  highway  collisions  and  congestion. 


The  police  have  a  wide  range  of  interests  in  highway  transportation. 
They  have  a  direct  responsibility  for  traffic  law  enforcement,    traffic 
direction,    accident  investigation,    and  traffic  records.      They  also  have 
an  auxiliary  interest  in  other  aspects  of  traffic  safety  and  regulation, 
for  there  is  practically  no  street  or  highway  traffic  activity  that  does 
not  to  some  degree  affect  the  police  in  the  pursuit  of  their  objectives. 


Traffic  laws   should  be  enforced  at  a  sustained  level,    with  uniform 
interpretation.      The  quantity  of  enforcement  should  be  sufficient  to 
produce  maximum  safety  in  each  locality. 


Equally  as  important  as  the  amount  of  traffic  law  enforcement  is  the 
quality  of  enforcement.      To  be  effective,    enforcement  must  be  dir- 
ected at  the   violations  known  to  be  accident  causative.     In  addition,    it 
must  be  applied  in  those  places  and  at  those  times   shown  by  experience 
to  have  a  disproportionately  high  percentage  of  accidents.      There  will 
probably  never  be  enough  policemen  to  apprehend  all  violators  for 
every  violation  ;  therefore,    enforcement  personnel  and  enforcement 
effort  must  be  used  to  the  best  possible  advantage. 


Every  police  officer--regardless  of  his  specific  assignment—should, 
when  he  observes  a  traffic  violation  or  non-traffic  offense, take 
appropriate  enforcement  action. 


There  should  be  one  enforcement  policy  for  all  street  and  highway 
users  and  not  one  that  gives  preference  to  either  local  residents  or 
non-residents. 
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The  effect  of  police  traffic  law  enforcement  is  to  a  very  important 
degree  dependent  upon  the  disposition  of  charges  by  other  official 
agencies.     It  is  incumbent  upon  the  police  to  establish  and  follow  sound 
policies  in  the  amount  and  quality  of  enforcement  action  taken  by  them 
and  produce  in  the  courts  proper  and  sufficient  evidence.      The  police 
must  also  keep  sufficient  records  and  report  all  necessary  data  to  appro- 
priate  central  agencies.     Having  carried  out  these  duties  appropriately, 
their  responsibilities  are  completed,    but  the  enforcement  process  is  not. 


Traffic  law  enforcement  is  affected  by  the  "community  climate".  Public 
understanding  and  support  is  essential  to  this  vital  function  of  police 
service.      The  effectiveness  of  state  and  local  public  support  organiza- 
tions will  determine  to  a  great  degree  public  understanding  and  support. 
Police  should  provide  leadership  in  the  development  of  a  sound  public 
safety  education  program. 


The  police  are  also  responsible  in  a  substantial  degree  for  public 
attitude  toward  traffic  law  enforcement.      Traffic  law  enforcement  and 
traffic  direction  must  be  performed  in  a  uniform  manner  to  be  under- 
stood and  acceptable.      But  even  more  important,    this  must  be  done  in 
an  efficient  and  courteous  manner. 


The  police  are  definitely  and  unequivocally  opposed  to  the  "fixing"  of 
traffic  cases  in  any  manner  by  any  agency,    official,    or  person.     It 
should  be  eliminated  if  it  exists. 


The  police  administrator  must  seek,    and  should  be  requested  to  advise 
and  consult  in  the  construction  or  reconstruction  of  traffic-ways  and 
facilities,    including  the  use  of  signs,    signals,    and  markings.     It  must 
be  recognized  that  the  police  cannot  correct  inadequate  streets,    high- 
ways and  parking  facilities.     At  best,    the  police  can  by  control  and 
direction  only  alleviate  inadequate  physical  situations. 


The  enforcement  of  traffic  laws  by  the  police  should  not  be  regarded 
as  a  sports  contest.     Competition  has  no  place  in  modern-day  traffic 
flow  on  public  streets  and  highways.      The  police  are  committed  to  a 
policy  of  traffic  patrol  which  normally  will  be  conducted  by  uniformed 
officers  using  easily  identifiable  vehicles. 


Excerpts  -  Position  Statement  on  Police  Traffic  Management,    I.  A.  C.P. 
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The  Traffic  Problem  in- San  Francisco* 

The  Traffic  Division  of  the  San  Francisco  Police  Department  has  the 
responsibility  for  maintaining  a  safe  and  efficient  traffic  flow,    for 
providing  an  equitable  use  of  available  parking  space  for  all  citizens, 
for  apprehending  traffic  violators,    and  for  educating  the  public  in 
matters  relating  to  traffic  safety. 


Traffic  conditions  continue  to  be  a  severe  and  ongoing  problem  in 
police  and  municipal  management.     Some  387,  333  motor  vehicles 
were  registered  in  San  Francisco  in  1976,    an  increase  of  41,  122 
registrations  over  1975.     Approximately  180,  000  additional  vehicles 
entered  the  city  each  workday  from  surrounding  communities.      The 
density  of  vehicles  in  San  Francisco  continues  to  be  the  highest  in  the 
United  States,   with  an  average  of  8,  390  vehicles  per  square  mile.     It 
is  estimated  that  460,  000  vehicle  trips  are  made  into  the  downtown 
business  area  between  7  a.m.    and  7  p.m.    on  weekdays.     Drivers  of 
the  vehicles  must  compete  for  the  68,  000  on-the-street  parking 
spaces  available  downtown. 


Motor  vehicles  number  8,  390  per  square  mile  in  this  city,    as  com- 
pared to  6,  000  per  square  mile  for  New  York  City  and  5,  000  per 
square  mile  for  Los  Angeles.     Such  high  concentrations  of  motor 
vehicles  suggest  enormous  possibilities  for  congestion  and  chaos. 
Narrow  streets,    hills,    density  and  the  city's  position  at  the  tip  of  a 
peninsula  only  compound  traffic  problems.      Construction  projects 
such  as  urban  renewal,    the  beautification  of  Market  Street,    and  the 
continuous  building  of  skyscrapers,    compound  traffic  problems  even 
further. 


The  opening  of  BART's   Transbay  Service  in  1974  and  the  development 
of  the  Golden  Gate    Transit  System  appear  to  have  made  but  a  small 
impact  on  traffic  patterns  in  the  downtown  district  thus  far.      The 
increase  of  Golden  Gate  Transit  Buses  on  city  streets  have  created 
slight  problems  in  the  traffic  flow  on  the  major  traffic  corridors 
leading  to  and  from  the  Golden  Gate  Bridge;  but,    along  with  the 
increase  of  buses,    a  period  of  adjustment  has  taken  place.      The  local 
traffic  is  blending  -with  the  commute  traffic  much  more  smoothly  and 
much  less  congestion  is  evident. 


To  compound  the  problems  noted  above,    the  San  Francisco  Police 
Department  and,    in  particular,    the  Traffic  Division,    experienced 


:Excerpts  from   Traffic  Division  Annual  Report 
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major  manpower  cutbacks  in  1976,    thus  placing  a  burden  on  the  ability 
of  the  Traffic  Division  to  control  the  safe  and  orderly  flow  of  traffic. 
On  July  1,    1976,    the  Solo  Motorcycle  Detail  was  reduced  from  72  to 
45,    a  37.  5%  cutback.     Other  positions  made  vacant  by  transfers  or 
retirements  were  left  unfilled,    and  periodic  details  to  the  Crime 
Specific   Task  Force,    the  Radio  Room,    Movie,    and  V.I.  P.   Security 
Details  further  reduced  the  effectiveness  of  the  Traffic  Division. 


The  Traffic  Division  is  responsible  for  traffic  control  at  49er  football 
games,    75  to  80  Giant  baseball  games,    many  major  and  minor 
parades  and  numerous  marches,    motorcades,    and  other  events 
which  attract  large  numbers  of  people. 
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Traffic  Division  Organization 


The  Traffic  Division  of  the  San  Francisco  Police  Department  is 
located  on  the  first  floor  of  the  Hall  of  Justice,    850  Bryant  Street. 
Organizationally,    it  is  positioned  under  the  Field  Operations  Bureau 
and  is  commanded  by  a  supervising  captain  who  is  directly  responsible 
to  the  bureau  commander,    a  deputy  chief. 


The  Traffic  Division  (Company  K)  is  divided  into  three  primary 
sections,    (  1)  Traffic  Administration,    (2)  Enforcement  and  Investiga- 
tion,   and  (3)  Congestion  and  Parking  Control.      The  Enforcement  and 
Investigation  Section  is  commanded  by  a  captain,   while  the  Congestion 
and  Parking  Control  and  Traffic  Administration  Section  are  commanded 
by  lieutenants.     All  are  directly  responsible  to  the  supervising  captain 
of  the  division. 


As  of  April  15,    1977,    there  was  a  total  of  266  personnel  assigned  to 
the  Traffic  Division,    as  follows: 

Sworn 

Supervising  Captain  1 

Captain  1 

Lieutenant  5 

Sergeant  19 

Inspector  5 

Assistant  Inspector  6 

Patrolmen  97 

Total  -  134 


Non sworn 

Parking  Controlmen  105 

Traffic  Controlmen  14 

Clerk-Stenographers  6 

Clerk- Typist  7 

Statistical  Clerk  1 

Station  Officer  1 

Police  Cadet  1 

Total  -  132 
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Traffic  Administration  Section 


The  Traffic  Administration  Section,    commanded  by  a  lieutenant,    is 
composed  of  four  units: 

Administrative  Office 
School  Safety  Patrol 
Traffic  Survey 
Tow 

Each  unit,    except  the  Tow  Unit,    is   supervised  by  a  sergeant.      The 
Tow  Unit  is  the  responsibility  of  a  patrolman.     All  are  directly 
responsible  to  the  section  commander.     Each  unit  is  divided  into  two 
or  more  details,    identified  by  functional  titles. 


Personnel  Assigned 

There  are  29  personnel  assigned  to  the  Administration  Section. 

Sworn  Officers 

Lieutenant  1 

Sergeant  3 

Patrolmen  15 

Total  sworn  19 

Nonsworn  Personnel 

Parking  Controllers  2* 

Police  Statistical  Clerk         1 
Stenographer   Typist  1 

Clerk-typist  __6 

Total  Nonsworn  1_0 

Total  Administrative  Section  29 


*On  loan  from  Congestion  and  Parking  Control  Section. 
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Administrative  Office 

The  Administrative  Office  is  staffed  by: 

Sergeant  1 

Patrolman  5 

Stenographer-typist  1_ 

Total  -  7 

It  is  responsible  for  coordinating  traffic  activities  with  the  other 
element  of  the  police  department  and  with  various  public  and  private 
entities.     Additionally,    it  is  responsible  for  day-to-day  operations 
of  the  court  officer  detail,    the  equipment  and  maintenance  officer, 
and  special  event  planning  which  includes  security,    escort,    movies 
and  parades. * 


The  Administrative  Office  also  maintains  informal  liaison  with  the 
Street  Engineering  Division,    Department  of  Public  Works,    in  matters 
pertaining  to  street  engineering  problems. 


The  Court  Officer  Detail  is  composed  of  three  officers  plus  one  relief 
officer,    who  are  assigned  to  departments  14,    16  and  20  of  the  Municipal 
Court.      The  relief  officer  also  provides  service  to  the  night  court  when 
in  session.      The  officers  perform  various  tasks,    which  include:  (1) 
advising  the  court  on  traffic  matters,    (2)  maintaining  records  relating 
to  trial  dispositions,    trial  dates  and  subpoena  lists,    and  obtaining 
complaints  for  selected  misdemeanors.      The  officers  are  working  in 
the  courts,    in  addition  to  sheriff  bailiffs  who  are  regularly  assigned 
to  the  Municipal  Courts. 

The  Court  Officer  Detail  should  be  evaluated.     It  appears  that  some 
of  the  duties  performed  by  the  officers  are  court  responsibilities. 
Although  it  is  recognized  that  some  court  liaison  is  necessary,    it  is 
doubtful  that  it  requires  three  full  time  police  officers.     Salaries 
for  the  three  officers  cost  the  police  department  budget  almost 
$100,  000  per  year. 


; Administration  is  responsible  for  planning  only.  Execution  and 
enforcement  for  parades  is  the  responsibility  of  Congestion  and 
Parking  Control  Section.  The  rest  are  the  responsibility  of  the 
Enforcement  Section. 
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The  Equipment  and  Maintenance  Officer  is  responsible  for  the 
condition  of  the  Traffic  Division  vehicle  fleet,    which  includes 
automobiles,    motorcycles  and  motor  scooters.     He  maintains  service 
and  mileage  records,    performs  minor  repair  work,    and  acts  as 
liaison  between  the  Traffic  Division  and  the  City  Garage,    as  well  as 
private  companies  that  provide  major  repairs  for  the  motorcycles 
and  motor  scooters.     Other  duties  include  ordering  supplies  and  forms, 
inspecting  various  field  equipment  such  as  shotguns,    camera  equipment 
and  PIC  radios;  also,    delivering  blood  and  urine  specimens  to  Luguna 
Honda  Community  Hospital,    Department  of  Public  Health,    for  analysis 
preparatory  to  prosecution  of  drunk  driving  cases. 


The  activities  of  the  Equipment  and  Maintenance  officer  are  composed 
of  a  series  of  duties  that  in  no  way  require  the  authority  and  expertise 
of  a  police  officer.      He  should  be  replaced  by  a  civilian  worker. 


School  Safety  Patrol 

School  Safety  Patrol  is  staffed  by  one  sergeant,    five  patrolmen  and 
one  clerk-typist.     It  is  responsible  for  the  department's  school 
safety  program,    which  includes  adult  crossing  guards  and  school 
safety  patrol  units.      There  are  approximately  119  adult  crossing 
guards  and  58  school  safety  patrol  units  comprised  of  about  2,  000 
students.      The  function  is  responsible  for  the  training  and  super- 
vision of  adult  crossing  guards  and  coordinating  the  safety  patrol 
program  in  154  schools. 


Personnel  speak  at  PTA  and  other  group  meetings  and  are  responsible 
for  conducting  tours  of  the  Hall  of  Justice  police  facilities  for  school 
age  children,    and  maintaining  records  of  all  accidents  involving 
children  of  grade  and   junior  high  school  age. 


One  officer  is  regularly  assigned  as  part-time  juvenile  court  liaison. 
He  also  prepares  and  distributes  information  about  traffic  matters  to 
the  public  and  department  personnel.     Additionally,    he  lectures  high 
school  driver  education  classes. 
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Traffic  Survey 

Traffic  Survey  is  staffed  by  one  sergeant  and  four  patrolmen,    two 
parking  controllers,    one  police  statistical  clerk  and  one  clerk 
stenographer.     It  is  responsible  for  investigation  of  applications  for 
parking  zones,    surveying  parade  routes,    posting  temporary  "no 
parking"  signs  as  required,    investigating  protested  citations  at  the 
request  of  the  Traffic  Court,    and  inspecting  and  supervising  street 
blockages  occasioned  by  street  repair  and  major  construction  projects. 


It  provides  liaison  between  the  department  and  the  Department  of 
Public  Works.     Personnel  attend  meetings  with  the  Department  of 
Public  Works  and  interdepartmental  meetings  pertaining  to  traffic 
and  transportation  matters.      The  unit  also  provides  analysis  and 
statistical  data  on  all  reported  traffic  accidents  and  maintains 
records  of  officer  accomplishment  for  all  Traffic  Division  uniformed 
enforcement  personnel. 


One  officer  is  assigned  as  meter  security  officer.     He  investigates 
and  enforces  "meter  jamming"  and  tampering  violations.     During 
1976,    over  1,300  cases  were  investigated,    and  22  arrests  and 
prosecutions  were  made  for  "meter  jamming".     He  also  performs 
other  special  duties  as  directed. 


One  officer  is  assigned  to  investigate  cases  involving  vehicles  with 
out-of-state  registration  that  receive  five  or  more  parking  violations 
and  fail  to  pay  the  fines.     Statistics  for  the  year  1976  indicate  he 
investigated  557  such  cases  involving  9,  682  unpaid  parking  citations, 
leading  to  the  collection  of  over  $63,  000  in  fines. 


In  realigning  responsibilities  in  the  division,    it  is  suggested  that  all 
activities  pertaining  to: 

1.  Investigating  applications  for  parking  zones, 

2.  Surveying  parade  routes, 

3.  Posting  temporary  "no  parking"  signs, 

4.  Inspecting  and  supervising  street  blockages  occasioned  by  street 
repair, 
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be  positioned  under  the  captain  of  the  Parking  and  Traffic  Control 
Section.     Protested  citations  can  be  handled  by  the  captains  of  the 
respective  divisions  in  which  the  officer  is  assigned  who  wrote  the 
disputed  citation. 


Tow  Detail 


The  Tow  Detail  is   staffed  by  two  patrolmen,    one  senior  clerk,    one 
file  clerk,    one  stenographer  and  two  station  officers.*    It  is  responsible 
for  maintaining  records  on  all  vehicles  impounded  by  the  department, 
all  private  property  tows,    and  repossessions  occurring  within  the  city. 
The  detail  also  makes  all  notifications  as  required  by  state  law,    and 
is  responsible  for  conducting  periodic  inspections  of  the  12  tow  car 
association  garages  and  two  major  impound  yards,    and  for  investigating 
complaints  against  the  tow  car  association  of  police  in  the  towing  of 
vehicles. 


Department  statistics  reveal  that  during  1976,    there  were  63,748 
vehicles  towed  and  4,  752  abandoned  vehicles  processed  which  further 
entailed  assessing  of  value,    filing  of  state  lien  forms,    and  transferring 
title  of  2,  1 61  unclaimed  vehicles. 


Tow  Detail  personnel  also  operate  a  public  counter,  Monday  through 
Friday,  between  0700  hours  and  1700  hours  to  accommodate  vehicle 
releases  and  to  provide  allied  information  to  the  general  public. 


^Station  officers  are  actually  matrons,    working  outside  their  classification. 
They  were  originally  hired  as  jail  personnel,    but  with  the  transfer  of  jail 
duties  to  the  sheriff,    they  were  assigned  as   station  officers. 
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Evaluation 

As  presently  organized,  Administrative  Services     consists  of  a 
blend  of  administrative  and  field  oriented  tasks.     The  various  tasks 
should  be  realigned,   based  on  the  grouping  of  functional  relation- 
ships.    Realignment  would  accommodate  direct  input  and  control  by 
the  various  traffic  elements  for  whom  the  tasks  are  performed. 


Also,  some  tasks  that  are  being  performed  by  sworn  personnel  could 
be  adequately  performed  at  a  much  lower  cost  by  carefully  selected, 
well-trained  civilians. 


It  is  proposed  that  Administrative  Services  be  reorganized  to 
include  the  following  functions: 

Statistics  and  Analysis 

Traffic  Education  and  School  Safety 

Equipment  and  Maintenance 

Taxi  Permits  and  Licenses* 


Special  event  planning,    although  not  specifically  identified  on  the 
proposed  organization  chart  on  page5-32,  should  remain  a  responsi- 
bility of  Administrative  Services.    This  would  include  planning  for 
security,    escort  and  movies. 


Inasmuch  as  most  court  activities  relate  to  accidents  and  drunk 
driving,    it  is  desirable  to  keep  court  liaison  with  the    investigative 

functions. 


The  court  officer  detail  should  be  assigned  to  the  proposed  Investi- 
gations Unit.     Report  numbering  should  be  assigned  to  a  clerk. 


Revoked  license  investigation  and  the  out-of-state  registration 
functions  should  be  combined  and  assigned  as  a  detail  of  the  Enforce- 
ment Unit.     These  are  not  administrative  matters. 


^Previously  recommended  in  the  section  on  the  Administration  Bureau. 
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Parking  meter  security  and  curb  striping,   presently  positioned  in 
traffic  survey,    should  be  assigned  under  the  proposed  Parking 
Control  Unit. 


The  tow  detail  should  be  assigned  under  the  proposed  Traffic 
Control. 


Sworn  personnel  now  assigned  to  curb  striping  and  equipment  main- 
tenance duties  should  be  reassigned  to  general  police  work.    Civilians 
should  be  utilized  in  these  functions. 


Closely  controlled  studies  should  be  conducted  of  the  various 
specialized  functions  to  determine  the  actual  time  required  to  per- 
form assigned  tasks. 


It  is  noted  on  the  proposed  organization  chart  that  Administrative 
Services  is  positioned  directly  under  the  supervising  captain.     It  is 
intended  that  Administrative  Services  be  directly  responsible  to  the 
supervising  captain  to  assure  immediate  access  to  matters  of 
administrative  concern  and  control.     Requests  for  service,    other 
than  those  provided  routinely,   from  other  elements  of  the  Traffic 
Division,    should  be  routed  through  the  office  of  the  supervising 
captain  for  approval. 


Re  c  omme  ndat  i  on  s 


Reassign  the  sworn  personnel  now  assigned  to  curb 
striping  and  equipment  maintenance  to  general  police 
duties  and  utilize  civilians  in  the  positions. 


Study  the  various  special  activities  now  being  per- 
formed to  determine  the  time  required  to  perform 
assigned  tasks. 
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Enforcement  and  Investigation  Section 


Enforcement  and  Investigation  is  commanded  by  a  captain  who  is 
responsible  for  solo  motorcycle  enforcement;  on-scene  traffic 
accident  investigation;  and  follow-up  investigation  of  related  traffic 
offenses.     Additional  responsibility  includes  maintenance  of  a  noise 
abatement  detail  which  investigates  complaints  of  excessive  noise 
both  vehicular  and  otherwise. 

The  section  is  comprised  of  three  units: 

-  First  platoon 

-  Second  platoon 

-  Hit  and  Run  Investigation 

Each  platoon  is  commanded  by  a  lieutenant  while  Hit  and  Run  Unit  is 
commanded  by  a  sergeant. 


Personnel  Assigned 

As  of  March  30,    1977,    there  were  100  sworn  and  2  nonsworn 
personnel  assigned  to  the  section: 


Captain 

1 

Lieutenant 

3 

Sergeant 

11 

Inspector 

3 

Asst.    Inspector 

6 

Patrolman 

76* 

Station  Officer 

1 

Cadet 

1 

Total 

102 

*  Includes  two  on  extended  sick  leave. 
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One  lieutenant  is  assigned  as  First  Platoon  Commander.     His  hours 
are  7  a.m.    to  3  p.m.     The  Second  Platoon  is  also  commanded  by  a 
lieutenant  whose  hours  are  3  p.m.   to  11  p.m.     A  third  lieutenant  is 
assigned  as  relief  platoon  commander. 

Of  eleven  sergeants,    eight  are  assigned  as  platoon  supervisors. 
Two  sergeants  are  on  loan  to  Parking  and  Congestion  Control  and 
one  is  in  charge  of  the  Hit  and  Run  Investigation  function. 

Six  of  the  eight  available  platoon  sergeants,    are  motor  sergeants 
and  two  are  classified  as  accident  investigation  sergeants.     It  is 
understood  that  all  sergeants  regardless  of  classification,    are 
responsible  for  field  supervision  of  all  field  personnel  assigned  to 
the  Section.     Sergeants  are  assigned  to  the  following  hours: 

7am-3pm  llam-7pm      3pm-llpm  llpm-7am 

2  2  2  2 

Twenty-eight  accident  investigation  officers  are  assigned  to  one- 
man  units  around  the  clock  as  follows: 

6am-2pm  7am-3pm        3pm-llpm  7pm-3am  llpm-7am 

1  5  12  4  6 

Thirty-nine  officers  are  assigned  to  solo  motorcycle  enforcement  as 
follows: 

7am-3pm  llam-7pm     3pm-llpm 

9  15  15 


As  of  April  1,    1977,    personnel,    both  motors  and  accident  investigation, 
are  assigned  by  zone  and  sector  as  opposed  to  the  previous  beat 
designations.      The  city  is  divided  into  three  zones,    and  each  zone  is 
divided  into  two  or  more  sectors.      For  example,    Zone  III,    consisting 
of  the  northeastern  area  of  the  city,    includes  three  sectors.     Each 
zone  accommodates  one  or  more  accident  investigation  units  (minimum) 
while  each  sector  is  comprised  of  two  or  more  motorcycle  beats. 
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Traffic  Division  policy  requires  the  taking  of  a  traffic  accident  report 
whenever  a  traffic  accident  call  is  dispatched  and  there  is  observable 
damage  or  complaint  of  injury.     This  is  a  sound  policy.     By  policy, 
solo  motorcycle  officers  are  assigned  minor  traffic  accident  calls. 
More  serious  accidents  are  normally  investigated  by  accident 
investigation  officers. 

There  are  six  sworn  officers  assigned  to  miscellaneous  duties  which 
include;  the  noise  abatement  detail  consisting  of  two  officers;  one 
station  officer;  and  three  officers  assigned  to  communications,    tow 
section.     One  Cadet  is  likewise  assigned  to  communications. 

One  patrol  officer  is  regularly  assigned  as  "report  number  officer", 
Monday  through  Friday  -  0430  to  1230  hours.  He  is  responsible  for 
many  miscellaneous  tasks,    a  few  of  which  are: 

-  Assigning  traffic  accident  report  numbers  to  completed 
reports,    and  preparing  the  required  number  of  photo  copies. 

-  Maintaining  an  accident  photo  file. 

-  Preparing  a  daily  traffic  accident  recap  report,    listing  all 
accidents  from  the  previous  24-hour s. 

-  Booking  of  breathalyzer  forms  and  hit  and  run  evidence. 

-  Daily  inventory  of  court  calendar  to  recap  case  dismissals. 

-  Assisting  traffic  court  officer  in  preparation  of  daily  court 
calendar. 

> 

This  represents  only  a  sampling  of  the   duty  responsibilities  performed 
by  the  officer,   most  of  which  are  critical  to  proper  preparation  of 
court  cases. 
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Hit  and  Run  Investigation 

The  Hit  and  Run  Investigation  Unit  is  positioned  under  the  Enforce- 
ment and  Investigation  Section.     It  is  supervised  by  a  sergeant  who  is 
directly  responsible  to  the  section  commander. 

Personnel  Assigned 

As  of  April  25,    1977,    there  were  14  sworn  and  three  nonsworn 
personnel  assigned  as  follows: 

Sworn 


Sergeant  1 

Inspector  5 

Assistant  Inspector  6* 

Patrolman  2** 

Total  Sworn  14 


Nonsworn 


Clerk  Stenographer  2 

Station  Officer  1 

Total  Nonsworn  3* 

Grand  Total  17 


The  Unit  is  responsible  for  follow-up  investigation  of  all  hit  and  run 
traffic  accidents,   fatal  traffic  accidents  and  other  felony  traffic 
accidents. 


Additional  responsibilities  include  rebooking  of  persons  arrested  for 
offenses  involved  in  traffic  accidents;  and  the  review  of  all  traffic 
accidents  involving  on-duty  department  personnel  and  making  an 
appropriate  recommendation  to  the  accident  board  of  review,   which 
is  composed  of  the  supervising  captains  of  traffic  and  patrol,    and  the 
captain  of  personnel. 


*Two  assistant  inspectors  on  extended  loan  to  Hit  and  Run  as  of 
April  1977. 
**One  assigned  to  revoked  and  suspended  licenses  -  one  to  out  of 

state  vehicle  parking  violations. 
=**The  station  officer  performs  clerical  tasks.     One  clerk  steno  is 

a  temporary  employee. 
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One  follow-up  investigator  is  assigned  to  perform  the  initial  review 
of  on-duty  traffic  accidents.     It  is  estimated  that  approximately  four 
hours  per  day  are  expended  on  this  activity.' 


Case  Assignment  Procedure 

E 

All  hit  and  run  accidents  are  entered  in  a  yearly  case  assignment  log 
book.     Cases  are  numbered  consecutively  commencing  with  the 
numeral  one  on  the  first  of  each  year.     The  name  of  the  officer 
responsible  for  follow-up  is  entered  in  the  log.     As  of  April  22,    1977, 
5,  922  accidents  had  been  reported  to  the  department.     Of  that  total 
2,  177  were  hit  and  runs  that  had  been  logged  and  assigned  for  follow-up. 
During  the  same  period,    20  fatal  accidents  had  been  assigned  and  19 
arrestees  had  been  rebooked. 


In  1976, Hit    and  Run  handled  a  total  of  7,481  hit  and  run  accidents, 
66  fatals  and  44  rebookings.     Recently,   the  sergeant  supervising 
Hit  and  Run  has  implementd  a  case  follow-up  control  log.      Previously, 
no  formal  control  procedure  was  in  effect.     The  present  system  has 
not  been  in  use  long  enough  to  provide  individual  investigator  clear- 
ance data.     No  data  has  been  as  yet,    developed  to  determine  the 
percentage  of  investigative  time  spent  in  various  follow-up  activities. 


Supplemental  reports  are  prepared  by  investigators.     It  is  understood 
that  all  supplemental  reports  are  typewritten  by  clerical  personnel. 
A  copy  is  sent  to  records  for  inclusion  with  the  original  traffic  report. 


Files 


Statements  obtained  by  follow-up  investigators  and  coroners  reports 
are  filed  and  maintained  in  the  hit  and  run  office.     Copies  are  not 
sent  to  records.     The  following  card  files  are  also  maintained: 

Complainants  and  suspects 

Vehicle  licenses 

Persons  arrested  or  cited  (for  accident) 

A  "tip  sheet"  monthly  folder  is  maintained  which  contains  accident 
information  received  from  anonymous  sources. 
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Evaluation 

In  order  to  determine  the  actual  manpower  need,    adequate  data 
should  be  collected  to  measure  the  manhours  required  to  perform  the 
assigned  responsibilities.     It  is  recommended  that  individual  daily- 
activity  sheets  be  prepared  by  investigative  personnel  for  a  limited 
time  to  determine  the  exact  time  use  for  various  follow-up  activities, 
including  time  spent  in  obtaining  complaints  and  court  appearances. 
Once  sufficient  data  exists  to  determine  the  proper  staffing  level,   the 
daily  activity  report  may  be  discontinued.     It  should,   however,   be  re- 
implemented  from  time  to  time  to  determine  if  needs  have  changed. 


The  recently  implemented  case  follow-up  system  should  be  continued 
Records  of  case  assignment  and  case  clearances  should  be  maintained 
and  compared  for  each  investigator  on  a  monthly  basis.     The  infor- 
mation can  be  used  to  balance  workloads  and  determine  training  and 
supervisory  needs. 


Present  policy  requiring  the  typing  of  all  supplemental  reports  should 
be  discontinued.  Routine  supplemental  reports  should  be  handwritten, 
except  for  cases  involving  long  or  involved  reports. 


Three  nonsworn  personnel  are  now  assigned  to  clerical  duties.     Im- 
plementation of  handwritten  reports  may  result  in  a  reduction  of  cleri- 
cal positions.     Clerical  time  should  be  monitored  to  determine  the 
actual  number  of  clerical  personnel  required  under  the  suggested  system. 


Recommendations 

Require  all  investigators  to  submit  a  daily  activity  report 
in  order  to  determine  investigative  time  use  in  the  various 
phases  of  follow-up  activity. 


Continue  the  use  of  the  case  assignment  control  and  case 
follow-up  logs.     Augment  them  with  case  clearance  records 
for  individual  investigators. 


Utilize  the  preceeding  two  recommendations  to  deter- 
mine staffing  needs,   training,   and  balancing  workload. 
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Congestion  and  Parking  Control  Section 


Congestion  and  Parking  Control  has  citywide  responsibility  for  meter, 
overtime  and  zone  parking  violations,    and  central  area  intersection 
traffic  control.     The  Section  is  commanded  by  a  lieutenant  who  is 
directly  responsible  to  the  Traffic  Division  commander. 


Personnel  Assigned 

Personnel  allocations  as  of  March  10,    1977  were: 
Rank 


Lieutenant 

1 

Sergeant 

6 

Patrolmen 

6 

Parking  Controllers 

105* 

Traffic  Controllers 

14 

Clerk-Typist 

1 

Total  133 


Six  sergeants  are  assigned  as  follows: 


Platoon  Commander  1  7am -3pm 

Field  Supervision  1  6am-2pm 

Field  Supervision  4  10am-6pm 


Six  patrolmen  are  assigned  as  follows: 

Station  Duty  1  6am -2pm 


Field  Duty**  4 


7am-3pm 


Field  Duty  1  10am-6pm 


*Includes  11  who  are  loaned  to  district  stations  for  parking  enforcement. 

**Includes  one  fixed  post  -  crosswalk  pedestrian  control  at  city  hall  - 
all  day  Monday  through  Friday,    and  two  officers  who  spend  a  majority 
of  their  time  providing  traffic  control  for  moving  picture  productions. 
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Traffic  Controllers 

Fourteen  traffic  controllers  are  assigned  to  fixed  posts  at  selected 
intersections  to  control  pedestrian  and  vehicular  traffic.     They  work 
9:45  a.  m.  to  6:15  p.  m.  ,    Monday  through  Friday,    and  on  Saturday 
from  9:30  a„  m.   to  6:00  p.m. 


Parking  Controllers 

One-hundred-and-five  parking  controllers  are  assigned  to  cover  a 
total  of  83  beats,    Monday  through  Saturday.     They  ride  three -wheeled 
motorcycles  or  Cushman  motor  scooters  (three-wheeled)   enforcing 
parking  ordinances  on  established  beats.     Additionally,    one  parking 
controller  works  Saturday  9:45  a.m.   to  6:15  p.m.   to  enforce  meter 
parking  at  Fisherman's  Wharf.     Also  assigned  on  Saturday  is  one 
field  sergeant  and  one  patrolman  as  station  officer. 


Parking  control  beats  have  developed  through  the  years  based  on  general 
experience  for  the  most  part.     Information  as  to  the  actual  number  of 
parking  meters  and  various  time  parking  zones  on  individual  beats  is 
not  maintained,   nor  is  there  an  established  criteria  pertaining  to  the 
time  required  to  cover  a  beat  or  a  set  number  of  times  that  a  beat  should 
be  covered  during  a  shift.     It  is  recommended  that  a  study  be  conducted 
and  that  each  beat  be  surveyed  to  determine  those  factors.     The  infor- 
mation developed  should  be  used  for  such  purposes  as  equalizing  work- 
loads and  measuring  individual  performance  in  line  with  each  beat's 
unique  needs  and  time  demands. 


Presently,    eleven  parking  controllers  are  on  extended  (six  month)  loan 
to  the  district  stations.     Central  and  Northern  Stations  have  two  each, 
while  the  remaining  districts  are  assigned  one  each.     This  is  an  on- going 
program  which  was  implemented  to  accommodate  district  commanders 
in  responding  to  local  problems  which  include  parking  violations  and 
abandoned  vehicles.     It  is  common  practice  for  district  stations  to  dis- 
patch their  own  parking  controller  via  station  radio  in  response  to  citi- 
zen's parking  complaints.     In  those  instances  no  centralized  record  of 
the  called-for  service  is  maintained.     The  procedure  should  be  discon- 
tinued and  the  parking  controllers  reassigned  to  the  proposed  Parking 
Control  Unit. 
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Present  parking  control  beats  should  be  expanded,    or  new  beats  de- 
veloped,  to  handle  on- going  district  station  parking  problems.     Occa- 
sional problems  should  be  handled  by  district  patrol  personnel  in  the 
same  manner  that  they  are  resolved  during  the  hours  when  the  parking 
controllers  are  not  assigned.     Abandoned  vehicles  should  be  assigned, 
by  radio  car  beat,   to  patrol  personnel  for  resolution  during  slack  period 
of  their  watches. 


Recommendations 

Discontinue  the  practice  of  assigning  parking  controllers 
to  district  stations. 


Expand  existing  beats  or  develop  new  beats  to  meet  on- 
going district  problems. 


Supervision 

Congestion  and  Parking  Control  Division  personnel  are  inadequately 
supervised.      The  present  span  of  control  is  about  one  sergeant  for 
twenty-three  controllers.     This  figure  is  based  on  present  staffing 
of  1 1  9  controllers  and  six  sergeants,    one  of  whom  is  assigned  as 
platoon  commander  and  is,   therefore,   not  assigned  field  supervision 
responsibilities.    An  increase  to  authorized  strength  of  137  controllers 
would  further  expand  the  span  of  control  to  approximately  one  super- 
visor for  27  controllers.     A  more  reasonable  supervisory  level  should 
be  established.     It  is  recommended  that  a  minimum  of  one  sergeant 
for  20  controllers  be  maintained. 


Consultants  are  aware  that  a  recent  in-house  study  of  the  traffic 
function  recommended  that  Congestion  a  nd  Parking  Control  be  totally 
civilianized,   including  first-line  supervision.     Consultants  are  opposed 
to  that  recommendation.     While  the  assignment  of  civilian  personnel 
to  selected  tasks  such  as  parking  enforcement  and  intersection  control 
is  proper  and  desirable,   the  same  is  not  true  for  first-line  street 
supervisors. 
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Field  supervision  of  civilian  personnel  engaged  in  quasi-police  field 
activities  requires  the  same  level  of  supervisory  expertise  as  re- 
quired for  sworn  officers.      Continuous  training,   handling  of  personnel 
problems  and  procedural  control  are  just  as  necessary  for  controllers 
as  for  any  other  field  service  group.     Much  of  the  on-duty  assistance 
required  by  controllers  is  generated  by  field  contacts  with  members 
of  the  public.     In  most  instances,    only  the  appearance  of  a  sworn, 
department  member  will  suffice  to  satisfactorily  resolve  the  problem. 
Additional  civilianization  of  the  section  should  be  confined  to  those 
tasks  and  responsibilities  requiring  a  lesser  degree  of  training  and 
police  experience. 


Recommendations 

Assign  one  additional  sergeant  as  supervisor  to 
parking  controllers. 


Determine  total  numbers  and  locations  of  parking  meters 
and  zones  in  the  city,    and  develop  work  capacity  studies 
to  establish  personnel  needs  for  parking  control. 


Establish  parking  controller  beats  on  the  basis  of  the 
number  of  parking  meters  and  zone  parking  to  be  enforced. 


Provide  enforcement  of  parking  meters  and  zones 
throughout  the  city  by  the  Traffic  Division. 
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Parking  Meter  and  Parking  Zone  Control 

As  of  June  30,    1976,   there  were  15,652  parking  meters  located  through- 
out the  city.  * 


The  city  is  divided  into  four  meter  areas: 

Area  I  -  General  financial  district  -  1174  meters  -  30  minute 

limit  -  $.  25 

Area  II  -  General  business  district  -  4007  meters  -  1  hour 
limit  -  $.  25 

Area  III  -  All  of  city,    excluding  areas  I,   II,    and  IV  -  10,173 
meters  -  15  minutes  -  one  hour  -  two  hours  limits  - 
$.10  per  hour. 

Area  IV  -    Embarcardero   and   Fisherman's  Wharf  -  298  meters 
2  hours  limit  -  $.  1  0  hour. 


Meter  hours,    except  for  Area  IV,    are  generally  7  a.  m.    -  6  p.  m.  , 
Monday  through  Saturday.     Area  IV  meter  hours  are  10  a.m.    -  10  p.m.  , 
seven  days  a  week. 


Total  revenue  from  parking  meters  for  the  past  three  fiscal  years  was 
$6,796,618.54: 

i 

1975-76  -  $2,319,760.38 

1974-75  -  $2,421,621.  08 

1973-74  -  $2,055,237.  08 

Parking  meter  revenue  for  1975-76  averaged  $148.20  per  meter. 

Parking  fines  for  the  last  three  years  totaled  $20,  960,  570.  16: 

1975-76  -  $7,883,428.97 
1974-75  -  $6,527,228.56 
1973-74  -  $6,549,912.63 

Revenue  from  the  total  parking  enforcement  program  averaged 

$9,  25Z,  396.  23  per  year  for  the  three  year  period. 

^Source:    Department  of  Public  Works,    Street  Engineering  Division. 
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Total  citations  for  parking  and  meter  violations  issued  by  parking 
controllers  for  the  past  three  years  appears  as  follows: 

1974  1975  1976 

1,016,939  1,081,569  1,030.113 


A  comparison  of  the  number  of  meter  violation  citations  to  zone 
violations  and  other  parking  violations  and  the  average  number  of  total 
citations  per  hour  for  the  years  1974  through  1976  is  shown  on  the 
following  page. 
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SAN  FRANCISCO  POLICE  DEPARTMENT 


*Patrol  Hours 

Meters 

'*Time  and 

Painted  Zones 

Others 
Total  - 


*Patrol  Hours 

Meters 

**Time  and 

Painted  Zones 

Others 
Total  - 


*Patrol  Hours 

Meters 

**Time  and 

Painted  Zones 

Others 

Totals    - 


Parking  Citations  Issued 
1974  -  1975  -  1976 


1974 

115,994 
587,  398 

247,  546 
181,995 

1,016,939 

1975 
118,442 
607,984 


Percent  of 
Total  Citation 


57.8% 

24.3% 
17.9% 

100% 

Percent  of 
Total  Citation 

56.2% 


Average 
per  Hour 


5.06 

2.13 
1.56 

8.75 

Average 
per  Hour 

5.13 


245,  116 

22.6% 

2.07 

228,469 

21.2% 

1.92 

1,  081,  569 

100% 

9.12 

Percent  of 

Average 

1976 

Total  Citation 

per  Hour 

119,342 

536,  242 

52.1% 

4.49 

256,  754 

24.9% 

2.15 

237, 117 

23.0% 

1.99 

1,  030,  113 


100% 


8.63 


*Patrol  Hours  do  not  include  tow  time,    which  consumes  68  hours  daily, 

Monday  through  Friday  (34  beats  x  2  hours  =  68). 

Patrol  data  obtained  from  Parking  Controllers*  Daily  Activity  Reports. 
--Includes  32-C,    33.3,    33.3.1,    38-A,    38-B,    San  Francisco   Traffic  Ordinance. 
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Evaluation  of  the  Traffic  Division  Organization 


The  Traffic  Division  has  a  very  important  community  responsibility 
in  managing  and  controlling  traffic  in  the  City  of  San  Francisco.     In 
view  of  the  scope  and  the  varied  activities  that  it  entails,    it  appears 
that  the  number  of  personnel  assigned  to  the  division  is  modest. 
However,    as  already  stated,    there  should  be  an  intensive  study  of 
personnel  use,    to  determine  the  number  actually  needed. 


Examination  of  the  organization  of  the  Traffic  Division  indicated  that: 

There  are  inequities  in  the  structure  of  the  top  echelon.     One 
captain  commands  Enforcement  and  Investigation  Section,    while 
the  balance  of  the  division  is  under  two  lieutenants.      The 
lieutenant  of  Congestion  and  Parking  Control  commands  approxi- 
mately 133  personnel,    while  the  captain  of  Enforcement  and 
Investigation  has  102  personnel.      The  second  lieutenant,    who  is 
in  charge  of  the  Traffic  Administration  Section,    supervises  31 
personnel. 

Under  the  captain  of  Enforcement  and  Investigation  Section,    the 
street  activities  of  the  enforcement  and  accident  investigations 
responsibilities,    two  different  functions,    are  merged  under 
lieutenant  platoon  commanders. 

A  sergeant  supervises  a  staff  of  16  in  the  Hit  and  Run  Detail. 
The  span  of  control  for  one  supervisor  is  too  great  when  con- 
sidering the  volume  and  detail  of  the  workload. 

The  proposals  as  set  forth  are  made  to:     (1)  provide  equitable  balance 
in  authority  and  responsibility  in  the  top  echelon  of  the  division, 
(2)  adjust  spans  of  control  for  more  efficient  supervision,    and  (3)  group 
like  functions  to  facilitate  management  control  and  accountability. 


Because  of  the  importance  of  the  traffic  function  and  the  numbers  of 
personnel  involved,    the  division  should  retain  the  position  of  super- 
vising captain  as  division  commander.     In  order  that  an  increased 
level  of  direction  can  be  obtained,    it  is  proposed  that  one  additional 
position  of  captain  be  added.     Divide  the  operations  of  the  division  into 
two  major   sections,    (1)  Enforcement  and  Investigations,    and  (2)  Parking 
and  Traffic  Control.     (It  is  suggested  that  the  word  "congestion"  be 
dropped  from  the  title  because  of  its  negative  connotation,    and  further, 
it  is  not  descriptive  of  the  police  endeavor.  ) 
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Enforcement  and  Investigations  Section 

Divide  the  Enforcement  and  Investigations  Section  into  two  basic 
functions:     (1)  Enforcement  Unit,    and  (2)  Investigations  Unit. 


Under  the  captain  of  the  Enforcement  and  Investigations  Section, 
assign  a  lieutenant  as  commanding  officer  of  the  Enforcement  Unit 
and  a  lieutenant  as  commanding  officer  of  the  Investigations  Unit. 
It  is  desirable  to  divide  these  two  functions.     Under  the  present 
arrangement  each  lieutenant  is  responsible  for  a  combination  of 
enforcement  and  accident  investigation.     Each  function  is  different 
in  the  area  of  work  performance  and  immediate  objectives,  thereby- 
imposing  upon  the  platoon  commander  too  great  a  variety  in  terms  of 
responsibilities  and  expertise.     Each  lieutenant  could  be  held  more 
accountable  if  supervision  for  the  two  jobs  were  separated,   with  each 
job  assigned  to  a  lieutenant.     Duties  and  responsibilities  of  each  lieu- 
tenant can  be  better  identified  and  controlled  if  each  has  one  basic 
job  to  perform. 


Enforcement  Unit 

Under  the  lieutenant  commanding  the  Enforcement  Unit,   position 
sergeants  as  platoon  supervisors.     It  appears  that  the  six  sergeants 
now  assigned  are  adequate  for  supervisory  control.     The  working  span 
of  the  solo  motorcycles  is  from  7  a.m.   to  11  p.m.     Accident  experience 
indicates  that  there  should  be  some  solo  units  on  the  streets  until  at 
least  2  a.  m. 


The  present  staffing  of  39  patrolmen  and  six  sergeants  for  motorcycle 
enforcement  represents  a  drastic  reduction  of  personnel    since  mid-1976 
A  corresponding  reduction  in  citations  for  hazardous  moving  violations 
was  noted  for  1976.     It  is  felt  by  some  staff  members  that  the  reduction 
of  personnel  was  arbitrary  and  unrealistic.     It  is  claimed  that  the  de- 
mands for  security  details  occasioned  by  the  continual  visitations  of 
foreign  and  domestic  V.I.  P's  has  seriously  affected  deployment  for 
enforcement  purposes  and  has  adversely  impacted  overtime  pay  and 
morale. 
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It  is  suggested  that  a  study  be  conducted  to  determine  the  actual  time 
being  expended  on  nonenforcement  details,    and  the  cost  for  overtime 
to  maintain  acceptable  deployment  levels.     Personnel  strength  should 
be  based  on  the  study  data  combined  with  the  desired  level  of  enforce- 
ment deployment. 


In  examining  the  average  production  level  of  the  solo  officers  and 
other  elements  of  the  Traffic  Division,    it  appears  that  at  least  twenty 
solo  officers  should  be  added  to  the  enforcement  unit  to  approximate 
acceptable  levels  of  enforcement.     Patrol  would  also  have  to  be  more 
productive.      This  is  discussed  further  under  Enforcement,    starting 
on  Page  5-36. 


Revoked  and  Out-of-State  Licenses.  Because  revoked  and  out-of-state 
licenses  relate  to  the  enforcement  function,    it  is  suggested  that  it  be 
under  the  supervision  of  the  Enforcement  Unit. 


Traffic  Accident  Investigation. 

Primary  responsibility  for  the  investigation  of  traffic  accidents  is 
presently  placed  with  the  Accident  Investigation  Unit  on  the  beat. 
If  the  Accident  Investigation  Unit  is  not  available  for  assignment, 
the  call  is  given  on  a  priority  basis  to  the  adjoining  accident 
investigation  beat  car,    motorcycle  officers  or  patrol  cars,    in  that 
order. 


Accident  Investigation  -   Transfer  responsibility  to  Patrol  Division. 

A  major  change  in  the  Enforcement  and  Investigation  function  is 
proposed.  Accident  investigation  duties  should  be  decentralized 
and  the  responsibility  and  personnel  transferred  to  Patrol. 


While  it  is  important  that  personnel  assigned  to  investigate  traffic 
accidents  possess  the  necessary  expertise  to  accomplish  the  task, 
it  is  not-necessary  to  assign  personnel  exclusively  to  that  function 
in  order  to  reach  that  necessary  degree  of  expertise.     Well-trained 
patrol  officers,    operating  under  well-articulated  department  policy 
and  direction,    can  adequately  perform  the  function. 
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If  officers  are  assigned  only  to  the  Traffic  Division  as  accident 
investigation  specialists,    they  are  often  not  fully  occupied,    while  at 
the  same  time     patrol  officers  may  be  overworked  with  calls  for 
service.     Conversely,    patrol  may  not  be  busy,    while  traffic  investi- 
gators are  swamped  with  a  peak  period  overload.      Consolidation  of 
accident  investigation  function  with  patrol  should  provide  a  more 
equitable  distribution  of  workload. 


Specialization  in  accident  investigation  should  be  discontinued,    and 
Patrol  Division  officers  should  be  assigned  primary  responsibility 
for  this  activity.      The  accident  investigation  officers  should  be  assigned 
to  the  Patrol  Division  for  integration  into  the  patrol  force. 


It  is  vital  to  the  department's  traffic  program  that  the  present  policy 
of  citing  at  the  scene  of  traffic  accidents  be  continued.     Obviously, 
the  immediate  transfer  of  the  present  26  accident  investigators  to 
the  nine  district  stations  could  not  fully  accommodate  the  policy. 
Therefore,    it  is  recommended  that  decentralization  occur  only  after 
sufficient  numbers  of  field  personnel  have  received  the  POST  approved 
40  hour  Traffic  Accident  Investigation  Training,    as  prescribed  under 
Section  40600  California  Vehicle  Code,    to  assure  that  each  district 
station  can  provide  around  the  clock  traffic  qualified  accident 
investigators. 


It  is  suggested  that  Accident  Investigation  Training  classes  with  a 
minimum  of  27  officers  (three  from  each  district  station)  be  initially 
implemented  weekly  for  a  three  month  period.      The  program  would 
provide  a  cadre  of  324  properly  trained  officers  throughout  the  nine 
stations,    which  should  be  sufficient  to  implement  the  change. 


Training  should  be  continued  at  a  measured  rate  until  every  field 
officer  has  received  the  required  training. 


Accident  Investigation  Follow-up  -   To  remain  in  Traffic 

The  recommended  decentralization  of  accident  investigation  should 
not  be  construed  to  include  accident  follow-up  investigation.     A 
centralized  accident  follow-up  program  should  be  maintained.      The 
program  should  include  the  review  of  every  reported  traffic  accident 
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and  appropriate  follow-up  work.     Presently,    the  Hit  and  Run  Detail 
performs  this  service  for  selected  accidents,    which  include  traffic 
deaths,    traffic  felonies,    and  all  hit  and  run  accidents. 


No  specific,    single  element  is  responsible  for  the  review  or  follow-up 
of  those  accidents  not  assigned  to  hit  and  run.     During  1976,    there 
were  20,450  reported  traffic  accidents.     Of  that  total,    5,  922  were 
assigned  to  hit  and  run,    while  7,  949  were  cited  at  the  scene. 


It  is  understood  that  traffic  officers  are,    by  policy,    expected  to  cite 
responsible  parties  at  traffic  scenes.     In  those  instances,     little,    if 
any,    additional  follow-up  is  required.      There  are,    however,    instances 
where  the  officer  at  the  scene  is  unable  to  complete  the  investigation 
due  to  circumstances  beyond  his  control  and  is  unable  to  cite  without 
additional  follow-up.     Such  cases  would  include  situations  where  one 
of  the  involved  parties  or  a  key  witness  leaves  the  scene  prior  to  the 
officer's  arrival  and  is  unavailable  for  interview.     In  those  cases  no 
further  follow-up  is  provided,    which  results  in  the  offender  escaping 
prosecution. 


Investigation  Unit .     It  is  proposed  that,    under  the  lieutenant  commanding 
the  Investigation  Unit,    establish: 

-  Accident  Investigation  Follow-up  Detail 

-  Hit  and  Run  Detail 

-  Court  Liaison  Detail 


Currently,    a  sergeant  supervises  the  Hit  and  Run  Detail.      The  detail 
is  composed  of  five  inspectors,    six  assistant  inspectors,    and  two 
patrolmen,    plus  three  clerical  staff.     With  the  present  arrangement, 
the  one  sergeant  is  overextended  for  effective  supervisory  control. 


It  is  suggested  that  the  Hit  and  Run  Detail  be  divided  into  two  functions; 
the  first  known  as  the  Hit  and  Run  Detail,    the  second  as  the  Accident 
Follow-up  Investigations  Detail.     Assign  a  sergeant  supervisor  in  charge 
of  each.     All  accidents,    other  than  hit  and  runs,    would  be  handled  by  the 
Accident  Investigation  Follow-up  Detail. 
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It  is  suggested  that  all  traffic  accident  reports  be  directed  to  the 
proposed  Investigation  Unit  for  review  and  appropriate  action.      The 
added  work  of  reviewing  and  following   up  on  all  accident  reports 
will  cause  increase  in  workload. 


The  accident  follow-up  work  does  not  justify  the  assignment  of 
inspectors  and  assistant  inspectors.      The  work  is  suitable  for 
patrol  officers  who  have  a  good  accident  investigative  background. 
It  is  suggested  that  the  inspectors  and  assistant  inspectors  be  trans- 
ferred to  the  Inspectors   Division  and  that  the  detail  be  staffed  with 
patrol  officers. 


Recommendations 

Reorganize  the  Traffic  Division  under  the  supervising 
captain  into  two  major  sections: 

1.  Enforcement  Investigations  Section 

2.  Parking  and  Traffic  Control  Section 


Establish  one  additional  position  of  captain  for  the 
Parking  and  Traffic  Control  Section. 


Under  the  Enforcement  and  Investigations  Section 
establish  two  units,  each  under  the  command  of  a 
lieutenant,    one  entitled  Enforcement  Unit,    composed  of: 

a.  Motorcycle  Enforcement  Detail,    broken  into 
watch  platoons  supervised  by  sergeants 

b.  Noise  Abatement  Detail 

c.  Revoked  License  Detail 

The  second,    entitled  Investigation  Unit,    composed  of: 

a.  Accident  Investigation  Follow-up  Detail 

b.  Hit  and  Run  Detail 

c.  Court  Liaison 
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Recommendations  (continued) 

Under  the  Parking  and  Traffic  Control  Section  establish 
two  units,    each  under  a  lieutenant,    entitled: 

Parking  Control  Unit,    composed  of 

a.  Parking  Detail 

b.  Meter  Security  Detail 

c.  Curb  Zone  Control  Detail 

Traffic  Control  Unit,    composed  of 

a.  Traffic  Control  Detail 

b.  Tow  Detail 


Establish  an  Administrative  Services  Unit  under  the 
immediate  direction  of  the  supervising  captain. 

Designate  a  lieutenant  as  the  officer  in  charge. 

Position  functions  of: 

1.  Statistics  and  Analysis 

2.  Traffic  Education  and  School  Safety 

3.  Equipment  and  Maintenance 

4.  Taxi  Permit  Detail* 


Transfer  from  the  Traffic  Survey  Unit  to  the  Parking 
and  Traffic  Control  Section: 

Responsibility  for  investigation  of  applications 
for  parking  zones,    survey  parade  routes,    posting 
temporary  "No  parking"  signs.     Inspection  and 
supervision  of  street  blockage  occasioned  by 
street  repair  and  major  construction. 

Parking  meter  security  function. 

Curb  striping. 

Personnel  assigned  to  the  specific  activity  should  be 
transferred  with  the  function. 


^Recommend  that  Taxi  Permit  and  License  Function  be 
transferred  from  the  Permits  and  License  Section  to  the 
Traffic  Division. 
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Recommendations  (continued) 

Liaison  responsibilities  between  Traffic  Division  and 
the  Department  of  Public  Works.     (The  captains  of  both 
sections  should  meet  with  the  Department  of  Public  Works 
on  matters  pertaining  to  traffic  and  transportation  matters, 


Tow  Detail  -   Transfer  to  the  Parking  and  Traffic  Control 
Section  all  responsibilities  relative  to  the  towing  operation. 
(Also,    transfer  personnel  now  assigned  to  the  Tow  Detail.  ) 


Provide  POST  approved  Traffic  Accident  Investigation 
Training  as  prescribed  in  Section  40600  California  Vehicle 
Code  for  Patrol  Division  officers. 


When  sufficient  personnel  have  been  trained  to  provide 
around  the  clock  coverage  for  each  district  station, 
transfer  to  Patrol  the  responsibility  for  Traffic  Accident 
Investigation. 


Transfer  accident  investigation  officers  to  Patrol  Division 
and  integrate  into  the  patrol  force. 


Conduct  a  study  of  time  use  by  motorcycle  officers  on 
activities  other  than  enforcement. 


In  the  Traffic  Division,    add  one  sergeant  to  supervise 
Accident  Investigation  Follow-up  Detail. 


Staff  Accident  Investigation  Follow-up  and  Hit  and  Run 
Details  with  patrol  officers  who  have  accident  investigation 
background  experience. 


Transfer  the  inspectors  and  assistant  inspectors  out 
of  the  Traffic  Division  to  the  Inspectors'  Division. 


Reevaluate  the  need  for  three  police  officers  to  be 
assigned  as  court  liaison  officers. 
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Enforcement 


During  the  last  five  years  346   people  have  met  violent  deaths  in 
traffic  accidents  on  the  streets  of  San  Francisco.     Another  33,  466 
have  suffered  injuries,    and  more  than  74,  000  property  damage 
accidents  have  been  reported  to  the  police.     The  staggering  cost 
and  human  suffering  is  not  calculated.     It  is  enough  to  say  that  the 
police  must  do  all  within  its  power  to  prevent  these  unnecessary 
and  often  tragic  occurences. 


A  substantial  part  of  the  police  effort  is  expended  in  meeting  these 
responsibilities.     Traffic  accidents  are  investigated  to  determine 
causative  factors  and  to  take  enforcement  action  against  traffic  law 
violators.     Forty  motorcycle  officers  are  assigned  to  enforce  the 
driving  laws.     Patrol  officers  also  actively  engage  in  traffic 
enforcement.     A  staff  of  officers  engage  in  traffic  safety  education 
and  training  the  schools,    and  safety  programs  are  presented  through- 
out the  community  to  interested  groups  and  organizations.     The 
department  works  with  other  safety  groups  to  inculcate  all  the  people 
with  the  need  for  traffic  safety. 


However,    a  much  stronger  thrust  towards  traffic  enforcement  and 
control  is  needed.     At  the  present  time  the  Traffic  Division  is 
understaffed.     Eleven  percent  of  the  department  personnel  is  assigned 
in  traffic.     This  is  modest.     It  is  suggested  that  an  aditional  20 
officers  be  assigned  to  the  enforcement  unit.     It  would  not  be  necessary 
to  hire  additional  men.     There  are  men  now  assigned  in  the  department 
to  overstaffed  positions  from  which  they  could  be  drawn. 


Although  the  motorcycle  officer's  primary  duty  is  enforcement, 
analysis  of  their  assignments  for  the  year  1976,    indicated  that  only 
42%  of  their  time  was  devoted  to  enforcement  activity.     While  58% 
was  spent  on  other  matters  as  shown  below: 
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Enforcement  42% 

Accident  Investigation  13.  1% 

Fixed  Post  14.5% 

Other  Traffic  Investigations  5.  1% 

scort  and  Convoy  2.  9% 

Other  activities,    equipment  22.4% 
service,    court,    transportation, 
traffic  control,    special  details, 
meals,    station  relief 


Motorcycle  enforcement  is  costly.     Every  effort  should  be  made  to 
assure  that  enforcement  time  is  maximumized.     Activities   such  as 
traffic  accident  investigation  should  be  performed  by  motorcycle 
officers  only  as  a  last  resort.     Other  nonenforcement  activities  should 
be  closely  scrutinized  to  determine  if  they  can  be  eliminated  or  the 
time  expended  reduced.     This  is  primarily  a  matter  of  management 
planning  with  greater  concern  for  accountability  from  the  supervisory 
level. 


Enforcement  Index 


The  Enforcement  Index  is  the  number  of  convictions  with  penalty  for 
hazardous  moving  traffic  violations  per  accident  involving  death  or 
injury.     The  rate  is  found  by  dividing  the  number  of  such  convictions 
by  the  accidents.      The  amount  of  enforcement  necessary  to  control 
accidents   in  any  area  cannot  be  foretold.      Usually,    though,    in  cities 
such  as  San  Francisco  that  has  traffic  moving  in  and  out  from  outside 
areas,    a  much  higher  Enforcement  Index  is  needed.     An  index  of  30 
or  more  may  be  necessary  to  get  the  desired  results.      The  enforce- 
ment needed  can  be  determined  by  gradually  raising  the  Enforcement 
Index  until  accident  experience  is  definitely  reduced.      The  enforcement 
level  should  then  be  maintained.      Usually,    a  higher  index  is  needed 
initially  to  bring  the  accidents  under  control. 
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A  study  of  accidents  and  enforcement  over  a  long  period  showed  a 
definite  relationship  between  the  two.     When  enforcement  is  improved 
and  increased,    accidents  go  down.     Conversely,    if  there  is  not  a 
good  enforcement  program,    accidents  usually  go  up.     Good  enforce- 
ment is  the  quickest  way  to  get  results. 


The  department  is  not  utilizing  an  enforcement  index  at  this  time, 
nor  is  the  data  necessary  to  determine  an  index  being  gathered.     Only 
conviction  data  pertaining  to  citations  issued  as  a  result  of  traffic 
accidents  is  currently  available. 


Quality  of  Enforcement 

Quality  of  enforcement  is  important.     To  maintain  quality  enforcement 
requires  that  there  be  selective  enforcement;  that  which  is  proportional 
to  the  traffic  accidents  with  respect  to  time,    place,    and  type  of 
violation.     Selective  enforcement  is  logical  and  efficient.     Police 
manpower  is  so  limited  that  it  is  not  possible  to  give  adequate 
attention  to  all  places  at  all  times.     There  must  be  concentration  on 
certain  phases  of  the  problem.     The  basis  for  selective  assignment  is 
that  distribution  of  future  accidents  may  be  predicted  with  considerable 
accuracy  on  the  basis  of  past  experience. 


Enforcement  Responsibilities 

If  the  police  are  in  fact  to  be  responsible  for  the  enforcement  of  the 
traffic  laws,   then  all  officers  in  the  field  should  actively  enforce  the 
law,    not  just  a  selected  few.     If  a  driver  is  permited  to  violate  the 
law  in  the  presence  of  an  officer  and  no  enforcement  action  is  taken, 
the  driver  is  soon  conditioned  to  disregard  the  driving  laws,    and  in 
time,   may  be  a  contributor  to  an  accident. 


Effective  police  traffic  enforcement  and  control  requires  coordinated 
participation  by  the  entire  field  operation.  All  patrol  officers  should 
be  responsible  for  the  enforcement  of  traffic  violations. 
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A  highly  selective  and  efficient  enforcement  program  may  be  obtained 
and  still  the  end  result  may  not  be  very  effective  if  the  output  per  man 
is  low.     Many  things  can  drag  down  productivity;  therefore,   manage- 
ment must  be  cognizant  of  factors  that  may  have  a  negative  effect  on 
the  enforcement  program.     An  important  aspect  is  the  motivation  of 
the  individual  officer.     Here,    the  field  sergeant  must  be  assured 
that  the  officer  is  applying  himself  in  such  a  way  that  he  is  most 
productive. 


A  study  of  the  five-year  period  1972-1976,    shows  the  traffic  enforce- 
ment action  taken  by  various  elements  of  the  department.     See  table  on 
page  5-40. 


Enforcement  of  Moving  Hazardous  Violations 


Enforcement  by  Motorcycle  Units 

For  the  last  four  years,   prior  to  1976,   the  average  number  of 
citations  for  moving  hazardous  traffic  violations,  written  by  the 
solo  motorcycles  was  70,  034.     For  1976,   the  figure  dropped  to 
43,  723.     This  was  a  37%  drop  which  was  attributed  to  reducing  the 
solo  squad  from  73  to  40. 


Enforcement  by  Three -Wheeler  Unit 

In  the  last  five  years  enforcement  by  three-wheeler  enforcement 
officers  has  gradually  declined  in  the  number  of  moving  citation  from 
561  in  1972,    to  234  in  1976.     This  is  attributed  to  the  reduction  in 
the  number  of  three-wheelers  from  21  in  1972  to  5  in  1976. 


Enforcement  by  the  Accident  Investigation  Unit 

For  the  last  four  years,    prior  to  1976,    the  accident  investigations 
unit  issued  citations  ranging  between  16,  000  and  21,  000.     In  1976 
the  figure  dropped  to  12,205.     Since  1974,    the  accident  investigations 
decreased  from  55  units  to  31  units.     The  overall  reduction  of  traffic 
units  is  reflected  in  the  drop  in  enforcement  and  in  the  number  of 
accident  investigations. 
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SAN  FRANCISCO  POLICE  DEPARTMENT 
ENFORCEMENT  DISTRIBUTION 
MOVING  HAZARDOUS  TRAFFIC  VIOLATIONS* 


1972  1973  1974  1975  1976 


*Source:    San  Francisco  Police  Department  Statistics. 


SOLO  MOTORCYCLES  72,029  72,000  70,799  67,309  43,723 

ACCIDENT  INVESTIGATION  16,607  21,071  17,529  16,342  12,205 

THREE  WHEELER  561  511  393  373  234 

OTHER  (PATROL  ETC.  )  15,662  17,007  19,179  20,503  24,026 

TOTAL  104,859  110,589  107,900  104,527  80,188 
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Enforcement  of  Hazardous  Moving  Violations  by  the  Patrol  Division 

To  compensate  in  some  measure  for  the  reduction  in  enforcement 
action  by  traffic  units,    the  Patrol  Division  in  the  last  five  years 
has  had  a  gradual  increase  in  the  number  of  citations  issued  for 
moving  violations.     Citations  went  up  from  15,  662  in  1972,    to  24   026 
in  1976;  an  increase  of  29%.     See  charts  on  pages   5-42  and  5-43. 


Estimated  Enforcement  Index 

Although,    at  the  present  time  the  Traffic  Division  does  not  calculate 
their  enforcement  index,    an  estimate  has  been  made  on  the  basis 
of  a  95%  conviction  rate  for  hazardous  moving  violations.     On  the 
information  available  the  enforcement  index  for  the  last  five  years 
was  approximated  as  follows: 


1972 

- 

15 

1973 

- 

14 

1974 

- 

16 

1975 

- 

14 

1976 

- 

11 

In  1976  there  was  an  overall  drop  of  23%  below  the  previous  year  in 
the  number  of  citations  issued  for  hazardous  moving  traffic  violations. 


For  the  volume  and  character  of  traffic  in  San  Francisco,    it  appears 
that  the  enforcement  index  should  be  higher  than  that  which  has  been 
registered  in  the  last  five  years.     A  strong  enforcement  policy  is 
usually  the  quickest  and  most  reliable  way  to  obtain  driver  compliance 
with  the  law.     In  order  to  have  a  strong  impact  on  the  accident  rate, 
the  enforcement  index  should  probably  range  up  to  25  or  30. 


To  cope  with  the  great  numbers  of  vehicles  and  the  heavy  movement 
of  traffic  through  the  city,    it  is  imperative  that  there  be  maintained 
a  high  level  of  selective  traffic  enforcement.     It  is  not  possible  to 
reach  an  effective  enforcement  level  for  moving  violations  unless 


additional  officers  are  assigned  to  solo  motorcycles  and  the  tempo 
of  enforcement  is  substantially  increased  by  all  traffic  units  and  the 


Patrol  Division.     This  must  be  done  before  there  will  be  a  perceptible 
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reduction  in  the  number  of  injury  accidents.     This  matter  requires 
on-going  and  intensive  comparative  analysis  of  accidents  by  location, 
time  of  day,    day  of  week,    and  causative  factors,   with  application  of  a 
strong  selective  enforcement  policy.     If  the  department  were  to  set  an 
enforcement  index  of  22  as  a  goal,  which  would  amount  to  about 
165,  000  citations  for  moving  hazardous  violations,   the  impact  would 
undoubtedly  reduce  injury  accidents.     To  accomplish  this,    considerably 
more  enforcement  effort  must  be  shown  by  the  department. 


It  is  suggested  that  an  enforcement  program  could  be  accomplished 
in  the  following  way: 

1.  The  current  strength  of  the  solo  motorcycles  is  just  too  limited 
to  be  effective.     It  is  suggested  that  at  least  20  solo  motorcycle 
officers  be  added  to  increase  the  total  motorcycle  enforcement 
units  to  60.     With  the  increased  manpower,    they  should  write  in 
the  neighborhood  of  75,  000  to  80,  000  citations  per  year. 

2.  The  current  staff  of  accident  investigators  should  take  enforce- 
ment action  on  22,  000  violators  per  year. 

3.  Patrol  should  carry  its  full  responsibility  for  traffic  enforcement. 
To  meet  the  proposed  goal,    it  would  be  necessary  for  Patrol  to 
take  enforcement  action  on  about  68,  000  violations  per  year. 


Radar 

Radar  has  been  proven  to  be  a  very  effective  instrument  in  reducing 
excessive  speed.     It  has  been  accepted  by  the  courts  and  the  driving 
public.     The  San  Francisco  Police  should  utilize  this  important 
adjunct  to  encourage  traffic  safety.     It  is  under  stood  that  two  radar 
units  have  been  requested  in  the  1977-78  Budget. 

Recommendations 


Assign  at  least  twenty  additional  enforcement  officers 
to  the  Traffic  Division. 


Establish  an  enforcement  index  as  a  goal,   that  will 
effect  a  reduction  in  accidents.     Adjust  index  in  time 
as  accident  experience  dictates. 
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Recommendations  (continued) 

Concentrate  efforts  of  Traffic  and  Patrol  Divisions 
toward  a  substantial  increase  in  enforcement  activity. 


Utilize  radar  in  the  enforcement  program. 


As  much  as  possible,    concentrate  use  of  solo 
motorcycles  on  enforcement. 


Require  officers  in  Patrol  Division  to  take  enforcement 
action  for  traffic  violations  which  they  observe. 
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Traffic  Accident  Experience 


A  vehicle  accident  or  collision  is  usually  the  result  of  human  failure 
through  lack  of  driving  skill  or  judgment,    vehicle  mechanical  failure, 
or  engineering  deficiencies.     A  major  purpose  of  the  accident 
investigation  is  to  determine  the  cause  of  the  collision  for  the  purpose 
of  guiding  the  police  in  averting  future  auto  accidents.     As  far  as 
possible,    all  accidents  should  be  recorded,    in  order  that  the  depart- 
ment will  be  informed  and  knowledgeable  about  when,    where,    and  how 
accidents  are  occurring,    so  that  countermeasures  may  be  taken  to 
prevent  them. 


The  police  must  exercise  every  option  in  bringing  safety  to  the  streets 
of  San  Francisco.     Such  options  include: 

-  Investigation  of  accidents  to  gather  causative  factors,    and  to 
take  enforcement  action  against  violators 

-  Enforcement  of  traffic  laws  to  require  driver  compliance 

-  Traffic  safety  education  and  training 

-  Utilization  of  information  gained  through  engineering  studies 

-  The  accumulation,    recording  and  analysis  of  accident-causing 
factors  for  use  in  shaping  accident  prevention  programs. 


The  investigation  of  traffic  accidents  is  an  important  responsibility 
of  the  police.     Accident  records  are  useful  both  for  relating  the  facts 
of  an  individual  accident  and  as  summarized  data.      The  summaries 
of  accidents  present  a  broad  view  of  the  problem,    showing  trends, 
patterns,    and  accumulative  circumstances.      They  reflect  driver 
violations  which  cause  accidents. 


Accident  summaries  identify  streets  and  areas  where  accidents 
occur,    which  may  indicate  a  need  for  selective  enforcement  action, 
correction  of  engineering  deficiencies,    or  education  of  drivers  and 
pedestrians.      Tabulations,    charts,    and  graphs  on  the  various  aspects 
of  enforcement  and  accident  experience  should  be  maintained.     Peri- 
odic analysis  should  be  made  of  the  hourly  distribution  of  accidents 
compared  with  the  enforcement  potential  at  given  times. 
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Spot  maps  of  accident  experience  and  enforcement  should  be  kept 
current  by  the  police.     A  spot  map  of  accident  occurrences  will 
indicate  the  high-accident  areas  and  the  type  of  accidents  that  are 
happening  at  a  particular  location.     In  conjunction  with  the  accident 
maps,    enforcement  maps  should  be  maintained  showing  the  location 
in  which  enforcement  action  was  taken. 


Accident  Reporting  Ratio 

A  generally  accepted  minimum  accident  reporting  ratio  for  cities  is 
one  fatality  for  each  55  personal  injury  accidents,    and  for  each  200 
non-injury  property  damage  accidents.      The  ratio  is  written:  1-55-200. 


The  accident  reporting  ratio  for  San  Francisco  for  the  five  years, 
1972  -  1976,    was: 

1976  1-117-224 

1975  1-80-182 

1974  1-107-241 

1973  1-91-203 

1972  1-74-179 

In  accordance  with  the  reporting  ratio,    reporting  of  injury,    fatal, 
and  property  damage  accidents  to  the  department  was  generally  good. 
Only  twice  did  reporting  of  non-injury  accidents  dip  below  the 
acceptable  minimum. 


Accident  Investigation  in  1976 

For  the  year  1976,    statistical  data  shows  that  there  were  a  total  of 
20,  514  accidents  reported  to  the  police.     Of  that  total,    9,  838  (48%) 
were  investigated  by  the  Accident  Investigation  Section.     Of  the  9,  838 
accidents  investigated,    citations  were  issued  in  5,  566  (56.5%)  of  the 
cases.     (See  Page  5-51   for  Five  Year  Accident  Summary.  ) 


The  solo  motorcycle  officers  investigated  3,  550  (17%)  of  the  accidents 
and  cited  2,  098  (59.  1%)  of  the  cases.     The  patrol  officers  in  the 
district  stations  investigated  647  accidents,    and  the  three-wheeled 
motorcycle  officers  investigated  168,    for  a  total  of  815  (03.9%) 
accidents,    and  cited  285  (34%)  of  the  cases.     Of  the  20,  514  accidents 
reported,    6,  281   (30.  6%)  were  taken  at  the  district  stations  and  at  the 
Traffic  Division  as  "counter  service  reports".     In  those  cases,    no 
citations  were  issued. 
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What  would  prompt  citizens  involved  in  more  than  30%  of  all  accidents 
reported  to  the  police  to  come  to  the  police  department  and  make  a 
"counter  service  report"?     Experience  indicates  that  this  may  have 
occurred  because: 

1.  They  called  the  police  department  at  the  time  the  accident  occurred 
and  were  advised  that  no  investigation  units  were  available  and  that 
the  drivers  involved  were  to  exchange  names  and  addresses.     How- 
ever,   at  the  direction  of  their  insurance  companies,    the  accident 
report  was  made  for  insurance  purpo3es,    or 

2.  The  police  were  not  called  to  the  scene,    but  the  report  was  made 
to  the  department  to  fulfill  insurance  requirements,    or 

3.  They  felt  they  were  "supposed  to  make  the  report  to  the  police". 


Of  the  20,  514  reported  accidents,    the  police  investigated  14,  198  (69.2%). 
Of  those  accidents  investigated,    there  was  variation  in  enforcement 
action  taken  by  the  officers. 

-  Accident  investigators  cited  56.5% 

-  Motorcycle  solo  officers  cited  59.1% 

-  Patrol  officers  cited  34% 

There  remain  6,  281   "counter  service  reports", which  amounted  to 
30.8%  of  the  accidents,    in  which  no  enforcement  action  was  taken. 


The  accident  experience  as  cited  points  up  several  factors,    as  follows. 
Of  all  the  accidents  reported  to  the  police,    enforcement  action  was 
taken  on  38.  7%  of  the  cases.     No  action  was  taken  in  61.3%  of  the 
cases.     It  appears  that,    at  the  present  time,    the  organization  of  the 
Traffic  Division  is  such  that  it  cannot  handle  the  demands  made  for 
accident  investigation.     What  is  occurring  is  the  very  thing  that 
undermines  the  traffic  enforcement  program.      The  accident  investi- 
gators (probably  at  peak  times)  cannot  take  care  of  the  accident  calls. 
These  are  probably  serious  accidents  in  which  an  injury  or  some  major 
violation  is  involved;  therefore,    it  is  necessary  to  call  on  the  motor- 
cycle officers.      This  occurred  in  at  least  17%  of  the  calls  in  which  the 
motorcycle  officers  had  to  investigate  3,  550  accidents.      The  numbers 
of  calls  in  which  only  property  damage  occurred,    the  motorists  were 
probably  instructed  to  exchange  names.      This  is  borne  out  by  the 
reduction  in  the  number  of  property  damage  accidents  reported  to  the 
police. 
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There  were  815  accidents  investigated  by  the  patrol  officers  and  the 
three-wheelers,    in  which  enforcement  action  was  taken  in  34%  of  the 
cases.     Here  lies  the  crux  of  the  problem.     The  Patrol  Division 
officers  ordinarily  do  not  engage  in  accident  investigation  unless  they 
are  called  as  a  last  resort.     In  19*76  the  patrol  investigated  only  647 
accidents,    an  average  of  about  one  and  one-third  accidents  per  week 
per  district. 


The  number  of  accident  investigation  officers  is  not  enough  to  cover 
all  accidents..     When  the  Accident  Investigators  cannot  handle  the 
accidents  during  peak  periods,    the  second  in  line  to  be  called  are 
the  motorcycle  officers.      Last  year  42%  of  the  motorcycle  officers' 
time  was  devoted  to  accident  investigation,    which  took  them  from 
their  primary  responsibility  of  traffic  enforcement. 


Place  Accident  Investigation  under  Patrol  Division 

The  long-range  solution  for  this  problem  is  best  resolved  by  placing 
the  responsibility  for  accident  investigation  with  the  Patrol  Division. 
The  large  pool  of  manpower  in  the  patrol  permits  flexibility  for 
accident  investigation  assignment.     In  time,    there  is  established  a 
level  of  performance  that  is  uniform  and  improves  the  level  of  police 
service. 


The  adoption  of  such  a  program  poses  some  short-range  problems 
which  must  be  dealt  with.     Currently,    each  traffic  officer  has  received 
training  in  accident  investigation  which,    by  law,    qualifies  him  to  make 
a  determination  at  the  scene  of  an  accident  as  to  which  driver  is  at 
fault,    and  as  to  who  violated  a  traffic  law.     On  the  basis  of  reasonable 
cause,    he  may  cite  the  violator  at  the  scene  of  an  accident. 


Required  Traffic  Investigation  Training 

The  authority  for  citing  a  violator  at  the  scene  on  the  basis  of  reasonable 
cause  is  provided  under  the  Vehicle  Code,    Division  17,    Chapter  2, 
Article  3,    Section  40600.     If  the  responsibility  for  investigation  of 
traffic  accidents  were  to  be  placed  on  the  Patrol  Division,    it  would  be 
necessary  to  provide  40  hours  of  accident  investigation  training  to  each 
patrol  officer.     At  this  time  it  is  not  known  the  number  of  officers  in 
Patrol  Division  who  have  had  POST  approved  accident  investigation 
training.     It  is  imperative  that  such  training  should  be  given  before  the 
responsibility  of  accident  investigation  is  assigned  to  the  patrol  officers. 
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The  following  is  the  law,    as  stated  in  the  Vehicle  Code: 


Notic*  of  Violation;  Reasonable  Cause  for  Issuance 

40600.  (a)  Notwithstanding  any  other  provision  of  law,  a  peace  officer  who  has 
successfully  completed  at  least  (  )  40  hours  of  instruction  in  a  course  or  courses 
of  instruction,  approved  by  the  Commission  on  Peace  Officer  Standards  and 
Training,  in  the  investigation  of  traffic  accidents  may  prepare  in  triplicate,  on  a 
form  approved  by  the  Judicial  Council,  a  written  notice  of  violation  when  the 
peace  officer  has  reasonable  cause  to  believe  that  any  person  involved  in  a  traffic 
accident  has  violated  a  provision  of  this  code  not  declared  to  be  a  felony  or  a 
violation  of  a  local  ordinance  and  the  violation  was  a  factor  in  the  occurrence  of 
the  traffic  accident. 

(b)  A  notice  of  violation  shall  contain  the  name  and  address  of  the  person,  the 
license  number  of  his  vehicle,  if  any,  the  name  and  address,  when  available,  of  the 
registered  owner  or  lessee  of  the  vehicle,  the  offense  charged,  and  the  time  and 
place  when  and  where  he  may  appear  in  court  or  before  a  person  authorized  to 
receive  a  deposit  of  bail.  The  time  specified  shall  be  at  least  10  days  after  such 
notice  of  violation  is  delivered. 

(c)  The  preparation  and  delivery  of  a  notice  of  violation  does  not  constitute  an 
arrest. 

(d)  For  the  purposes  of  this  article,  a  peace  officer  will  be  deemed  to  have 
reasonable  cause  to  issue  a  written  notice  of  violation  if,  as  a  result  of  his 
investigation,  he  has  evidence,  either  testimonial  or  real,  or  a  combination  of 
testimonial  and  real,  that  would  be  sufficient  to  issue  a  written  notice  to  appear 
if  he  had  personally  witnessed  the  events  he  investigated. 

(e)  As  used  in  this  section,  "peace  officer"  means  a  member  of  the  California 
Highway  Patrol;  a  sheriff,  undersheriff,  or  deputy  sheriff  of  a  county;  a  policeman 
of  a  city;  or  a  policeman  of  a  district  authorized  by  statute  to  maintain  a  police 
department. 

(f)  The  provisions  of  this  article  shall  have  no  application  to  the  procedures 
specified  in  Article  2  (commencing  with  Section  40500). 

Added  Ch   1056,  Stats.  1969.  Effective  Nov.  10,  1969. 
Repealed  and  added  Ch.  794,  Stats.  1974.  Effective  Jan.  1,  1975. 
Amended  Ch.  525,  Stats.  1975.  Effective  January  1,  1976 

The  1975  amendment  added  the  italicized  material  and  at  the  point  (s)  indicated  deleted 
the  following: 
"80" 
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San  Francisco  Police  Department 
San  Francisco,    California 

TRAFFIC  ACCIDENT  EXPERIENCE 
1972  -  1976 

Traffic  Accidents  1972  1973  1974  1975  1976 


AUTO 


Fatal 

66 

74 

60 

76 

60 

Injury- 

6,  254 

6,934 

6,371 

6,933 

6,974 

Property 

Damage 

16,  348 

15,  672 

14,  517 

14,300 

13,480 

Total  22,668  22,680  20,948  21,309  20,514 

Percent  of  change  -  +.6%  -7.6%  +1.7%  -3.7% 

over  previous  year 


Number  of  persons  69  78  60  79  60 

killed 


Pedestrians  (Included  in  above  totals) 

Fatal  29  45  30  47  33 

Injury  1,  124  1,  294  1,191  1,  221  1,  275 

Total  1,153  1,339  1,221  1,268  1,308 

Source:     San  Francisco  Police  Department  Statistics. 
May  27,    1977 
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Traffic  Analysis 

Information  gained  through  traffic  analysis  serves  as  the  basis  for 
safety  education  and  training.      Traffic  Division  should  maintain  a 
location  file  of  each  accident  report  that  occurs  in  the  city.     Accidents 
by  location  should  also  be  studied  in  conjunction  with  collision  diagrams, 
Accident  patterns  at  intersections  and  other  street  areas  indicate 
basic  causes  of  accidents. 


The  traffic  analysis  and  statistics  detail  presently  provides  a  wealth 
of  accident  data  which  includes  a  daily  collision  report  listing 
accidents  by  location,    type,    time,    direction  of  travel  and  cause.     It 
does  not  appear,    however,    that  this  information  is  being  used  to  its 
fullest  in  such  areas  as  selective  enforcement  and  accident  study  and 
analysis. 


Also,    because  of  the  department's  specialization,    and  centralization 
of  accident  investigation,    the  information  is  not  provided  to  district 
patrol  commanders.      Traffic  accident  information  regularly  supplied 
to  patrol  consists  of  the  monthly  cable  report  which  does  not  identify 
the  accident  experience  by  district. 


Although  the  Traffic  Division  maintains  relatively  good  control 
records  on  the  activity  of  its  enforcement  and  investigations  officers, 
greater  use  could  be  made  of  statistical  data  that  is  available  for  use 
in  measuring  operational  accomplishments  directed  toward  objectives 
and  goals.     An  enforcement  index  should  be  maintained  and  utilized 
in  the  management  process.     Pin  maps  should  be  kept  up  showing 
comparisons  of  enforcement  vs  accidents  by  location.     Also, 
supplemental  studies  and  charts  of  enforcement  vs  accidents  by  time 
of  day  and  day  of  week,    should  be  maintained. 


The  Division  presently  conducts  ongoing  studies  of  pedestrian  accidents, 
This  is  a  critical  area  of  concern  in  as  much  as  pedestrian  fatalities 
account  for  more  than  53%  of  all  traffic  deaths  in  San  Francisco  during 
the  last  five  years. 


Special  studies  and  charts  should  be  prepared  in  many  areas  which 
contribute  to  accidents,    such  as: 
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bicycle  accidents;  accidents  involving  alcohol;  accidents  involving 
equipment  failures;  accidents  involving  turning  violations,    speed, 
violation  of  right  of  way,    violation  of  pedestrian  right  of  way,    etc. 
As  a  matter  of  fact,    in  all  phases  of  police  work,    in  order  to  have 
successful  control,    it  is  imperative  that  there  be  carried  on  intensive 
studies  of  statistical  data.     If  analysis  and  measurement  of  statistical 
information  is  not  fully  engaged  in,    success  in  accomplishing  objec- 
tive will  be  proportionally  diminished. 


Location  File 


The  Traffic  Division  does  not  maintain  copies  of  accident  reports. 
Accident  reports  are  filed  in  the  Records  Office  on  the  4th  floor  of 
the  Hall  of  Justice,    and  therefore,    are  not  readily  available  for  traffic 
use.      The  analysis  and  statistics  detail  does  not  maintain  a  traffic 
accident  location  file  composed  of  copies  of  each  traffic  report.     Any 
special  study  of  a  particular  location,    such  as  collision  diagrams, 
would  require  identifying  each  accident  individually,    by  report  number, 
and  obtaining  the  desired  copies  from  department  record  files.      The 
time  involved  could  discourage  the  utilization  of  this  valuable  infor- 
mation.    A  location  file  consisting  of  the  actual  traffic  report  should 
be  established  by  the  department  to  facilitate  report  retrieval  for 
special  studies. 


A  copy  of  each  accident  report  is  now  forwarded  to  the  Department  of 
Public  Works,    Street  Engineering  Division,    who  then  provide  the 
police  department  with  a  monthly  and  yearly  total  of  accidents  by 
location.     It  is  necessary  to  have  the  accident  reports  in  order  to 
analyze  street  intersection  engineering  problems. 

Although  the  police  department  should  maintain  a  close  working 
relationship  with  the  Traffic  Engineer's  Office,    they  should  not 
relinquish  responsibility  to  accumulate,    study,    and  analyze  traffic 
accident  and  enforcement  information.      These  are  valuable  and  neces- 
sary tools  of  traffic  enforcement.      They  should  not  leave  this  important 
function  of  traffic  management  to  an  outside  agency. 


The  primary  source  of  information  concerning  accident  causes  is 
contained  in  accident  reports.      By  filing  accident  reports  by  location 
of  occurrence,    all  accidents  occurring  in  a  particular  intersection 
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are  filed  together.     Excessive  accident  occurrences  at  a  single  location 
over  a  period  of  time  may  indicate  accident-causing  factors  other  than 
driving  failures.     In  such  cases  it  is  most  likely  caused  by  defective 
engineering.     Faulty  engineering  may  be  the  cause  of  driver  non- 
compliance and  accidents.      There  may  be  poorly  positioned  signal 
lights  or  bad  channelization;  or  driver  vision  of  signals  and  signs  may 
be  obscured  by  growing  trees  and  foliage.     These  are  real  hazards 
that  may  be  exposed  only  through  study  of  accident  causes  in  connection 
with  street  engineering. 


Recommendations 

Traffic  Division  retain  a  copy  of  each  accident  report 
and  file  copies  of  accident  reports  by  location  of 
occurrence  for  use  in  preparing  collision  diagrams  to 
determine  causative  factors  of  accidents. 


Set  up  pin  maps  of  accidents  vs  enforcement  of 
hazardous  moving  violations. 


Expand  comparative  analysis  in  the  whole  area  of 
accident  causes  and  possible  corrective  measures, 


Provide  Patrol  Division  with  current  and  comprehensive 
data  and  interpretive  information  on  accidents  and 
enforcement. 
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Citations 


A  single  format  is  used  for  all  citations  whether  personal  service  or 
parking  violations.     Citation  books  contain  25  sets  of  tickets,   each 
set  consisting  of  an  original  and  three  copies.     The  original,   designed 
for  keypunching,    is  forwarded  to  the  municipal  court  where  it  is 
keypunched  for  subsequent  computerization.     The  first  copy  is  given 
to  the  violator,    the  second  copy  is  routed  to  department  records  for 
statistical  analysis  and  the  last  copy  is  retained  by  the  issuing  officer, 
as  a  personal  record.     Citations  are  numbered  sequentially,    preceeded 
by  a  letter  of  the  alphabet.     Letters  similar  to  numerals,    such  as  I 
and  O  are  not  utilized. 


Congestion  and  Parking  Control  Secfion  is  responsible  for  the  storage, 
issuance,    and  control  of  all  traffic  citation  books  utilized  by  the 
department. 


Citation  books  are  maintained  at  Congestion  and  Parking  Control. 
Department  members  help  themselves  to  the  books  but  are  required 
to  complete  a  receipt  form,  which  accompanies  each  book,    and  submit 
it  to  the  division  station  officer  or  clerk  steno  for  inclusion  in  Section 
files.     District  station  personnel  normally  pick  up  books  by  the  case 
for  individual  dissemination  to  district  patrol  officers.     In  such 
instances,    a  single  receipt  form  is  completed  encompassing  the  total 
transaction. 


Separate  from  the  books  is  a  two-part,    carbon  set,   form  titled 
"Officer's  Daily  Traffic  Tag  Report"  which  contains  spaces  for  the 
date;  signature  of  officer;  star  (badge)  number;  received  by,   followed 
by  star  number;  unit  and  detail.     There  are  also  25  numbered  lines 
to  accommodate  citation  numbers. 


This  report  is  submitted  daily,   by  citing  officers,    regardless  of  the 
number  of  citations  issued.     The  original  (white)  is  routed  to  the 
municipal  court,   traffic  fines  bureau  for  audit  control,    and  the  copy 
(yellow)  is  maintained,    by  officers  star  number  at  records. 
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In  those  instances  where  parking  controllers  determine  that  a  parking 
citation  should  be  cancelled,   they  simply  write  the  word  "Void"  across 
the  face  of  the  citation  set.     They  are  also  required  to  enter  a  brief 
statement,    on  the  voided  citation,    as  to  the  circumstances  leading  to 
the  cancellation.     No  other  formal  report  is  required;  however,   the 
Section  commander  reviews  all  cancelled  citations  and  if  not  satisfied 
may  request  further  clarification  or  justification  from  the  concerned 
employee. 


Evaluation 


The  present  citation  system  appears  sound  and  provides  adequate 
audit  control.     There  are,   however,   two  areas  that  would  benefit 
through  change.     They  are  the  citation  cancellation  procedure  and 
citation  book  control  and  issuance. 


Cancellation  of  citations  should  be  held  to  a  minimum.     In  order  to 
discourage  excessive  cancellations,    it  is  recommended  that  a  more 
formalized  cancellation  procedure  be  implemented.     A  citation 
cancellation  request  form  should  be  developed.     It  should  include 
sufficient  space  for  a  written  narrative,   justifying  the  cancellation. 
The  form  should  be  reviewed  by  the  concerned  field  supervisor, 
then  routed  directly  to  the  commander  of  Congestion  and  Parking 
Control  for  final  approval. 


The  form  should  be  comprised  of  a  minimum  of  three  sheets.     The 
original,    after  Section  approval,    should  be  routed  to  the  commander 
of  the  Traffic  Division.     One  copy  should  be  filed  within  the  section 
in  an  individual  folder  for  each  employee.     One  copy  should  be  returned 
to  the  concerned  officer  for  personal  reference. 


Cancellation  reports  should  be  closely  reviewed  to  identify  possible 
patterns  of  citing  officers  and  to  determine  training  needs.     Personnel 
submitting  excessive  cancellations  should  be  identified  and  counselled 
by  the  appropriate  supervisor. 
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There  does  not  appear  to  be  a  valid  reason  for  Congestion/Parking 
Control  to  be  responsible  for  maintenance  and  issuance  of  citation 
books.     It  is  primarily  a  logistical  and  control  function  that  does  not 
require  traffic  associated  expertise. 


Citations  are  normally  delivered  twice  a  year  in  case  lots.  A  recent 
delivery  numbered  269  cases  which  were  stacked  against  the  walls  of 
the  roll  call  room  due  to  a  lack  of  storage  space  within  the  section. 


Control  of  the  books  is  minimal.     There  is  nothing  to  prevent  removal 
of  the  books  by  unauthorized  persons  or  the  unrecorded  removal  by 
authorized  personnel. 


It  is  recommended  that  the  total  responsibility  for  ordering,    storing, 
and  issuing  of  citation  books  be  transferred  to  the  Property  Control 
Section  of  the  Support  Services  Bureau. 


Recommendations 

Change  the  existing  citation  cancellation  procedure  to 
require  a  formal  written  cancellation  request  approved 
by  the  division  commander. 


Transfer  the  total  responsibility  for  citation  book 
ordering,    storage  and  issuance  to  the  Property  Control 
Section  of  the  Support  Services  Bureau. 
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SECTION  VI 


INVESTIGATIONS  BUREAU 


INVESTIGATIONS  BUREAU 


The  Investigations  Bureau  of  the  San  Francisco  Police  Department 
is  located  on  the  fourth  floor  of  the  Hall  of  Justice.     The  bureau 
consists  of  four  divisions  which  occupy  various  office  suites  in  the 
eastern  wing  of  the  floor.     The  four  divisions  are: 

Personal  Crimes  Division 
Property  Crimes  Division 
Youth  Services  Division 
Vice  Crimes  Division 


The  Investigations  Bureau  is  commanded  by  a  deputy  chief  of  police 
who  reports  directly  to  the  chief.     Also  included  in  the  Office  of  the 
Deputy  Chief  are  two  clerical  personnel.     All  remaining  personnel 
are  assigned  to  one  of  the  four  divisions.      For  purposes  of 
organization,    the  remainder  of  this  section  will  be  devoted  to 
discussions  concerning  the  two  investigative  divisions;  Personal 
Crimes  and  Property  Crimes.      The  Youth  Services  Division  and 
the  Vice  Crimes  Division     will  be  discussed  separately  in  other 
segments. 


The  two  investigative  divisions  are  each  commanded  by  a  captain, 
with  the  subordinate  units  (sections)  making  up  each  division 
normally  headed  by  a  lieutenant.      Line  rank  within  the  divisions 
is  assistant  inspector,    inspector,    or  sergeant.     Inspector  and 
sergeant  receive  the  same  rate  of  pay  while  assistant  inspectors 
are  paid  a  lesser  amount.      The  first  line  supervisory  rank  is 
lieutenant. 


Personnel  enter  the  ranks  of  the  investigative  divisions  through 
competitive  written  and  oral  examinations  for  assistant  inspector. 
Upon  successful  completion  of  two  years  service  as  an  assistant 
inspector,    an  employee  can  be  considered  for  appointment  to  the 
rank  of  inspector.     No  examination  is  required  for  this  promotion 
and  incumbents  are  selected  by  the  chief  of  police.     Inspectors  serve 
the  first  year  at  the  pleasure  of  the  chief  of  police  but  thereafter 
may  be  removed  only  for  cause. 
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Training  for  entry  level  and  journeyman  inspector  is  not  conducted 
in  an  organized  manner  at  present.     On-the-job  training  is  used  in 
most  instances  with  the  more  experienced  inspectors  providing 
direction  and  guidance  to  the  newer  assistant  inspectors.     Formal- 
ized training  utilizing  outside  training  resources  is  generally  limited 
to  those  specialized  fields  where  intensive  instruction  is  necessary. 


The  divisions  currently  do  not  have  a  comprehensive  set  of  written 
policies  and  procedures.     Most  directives  are  verbal  in  nature,    with 
written  policies  and  procedures  limited  to  division  orders  as  issued 
by  the  deputy  chief  and/or  the  captains. 


There  are  no  regularly  scheduled  staff  meetings  which  utilize  an 
agenda  or  minutes.     Normally,    the  deputy  chief  deals  directly  with 
the  concerned  unit  when  matters  need  to  be  discussed. 


Investigative  division  activity  for  calendar  year  1976  is  depicted  on 
the  graph  contained  on  Page   6-3.       Statistics  relating  to  the  Youth 
Services  Division  and  Vice   Crimes  Division  arc  presented  in  those 
segments  of  this  report. 


Care  should  be  exercised  when  reviewing  the  information  contained 
on  this  chart.     Cases  vary  widely  as  to  the  amount  of  time  required 
to  complete  investigations,    therefore,    comparison  between  section 
workloads  is  not  valid.     In  the  same  vein  it  must  be  remembered 
that  the  chart  does  not  represent  all  activity  in  each  section.     Many 
functions  are  performed  which  do  not  result  in  the  initiation  of  a 
case  file.     An  example  is  the  pawn  shop  ticket  review  process 
which  is  very  time  consuming  and  takes  place  on  a  daily  basis. 


The  raw  data  contained  in  the  chart  is  a  compilation  of  information 
furnished  by  each  of  the  sections  and  in  some  cases  is  based  on 
approximations  rather  than  on  known  figures.      The  data,    however, 
is  the  best  available  at  this  time  and  should  serve  to  adequately 
describe  the  primary  workload  and  the  personnel  assigned. 
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The  investigative  divisions,    in  cooperation  with  the  District  Attorney's 
Office,  has  instituted  a  novel  cooperative  program  that  is  designed 
to  provide  expert  legal  advice  and  guidance  from  the  initial  arrest 
through  sentencing.      This  program  is  referred  to  as   "vertical 
prosecution"  and  is  of  such  significance  that  it  is  worth  mentioning 
in  this  report. 


District  attorney  teams,    usually  made  up  of  two  or  three  deputy 
district  attorneys,    are  assigned  to  specific  investigative  specialities 
within  the  respective  investigative  divisions.     Services  which  are 
provided  by  these  teams  include  legal  advice,    arrest  and  search 
warrant  assistance,    complaint  issuance,    and  presentation  of  the 
case  in  court  at  the  preliminary  and  all  subsequent  hearings. 


The  deputy  district  attorneys  do  not  involve  themselves  in  the  actual 
investigative  process,    but  rather  restrict  their  assistance  to  those 
areas  where  legal  expertise  can  be  beneficial.     Case  review  on  a 
continual  basis  by  these  teams  ensures  that  all  investigative  avenues 
are  pursued  to  the  satisfaction  of  the  prosecutor  who  will  be  trying 
the  case  in  court.      To  date,    few  instances  of  interagency  conflict 
have  arisen,    although  the  lack  of  written  policies  and  procedures 
regarding  the  program  have  caused  minor  confusion. 


The  Investigative  Divisions 

The  investigative  divisions   should  be  expanded  to  three  divisions, 
each  commanded  by  a  captain.      The  divisions  should  be  titled: 

Personal  Crimes  Division 
Burglary/Pawn  Division 
General  Assignment  Division 


Section  assignment  within  the  three  divisions  should  be  realigned 
and  functional  responsibilities  within  the  realigned  sections  modified 
as  discussed  in  the  evaluation  section  of  the  individual  divisional 
segments  of  this  report. 
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These  organizational  changes  are  designed  to  provide  increased 
administrative  capacity  by  narrowing  the  span  of  control  for  the 
commanding  officers  (captains).      This  staff  expansion  should 
provide  the  division  commanders  with  sufficient  time  to  assume 
most  administrative  tasks  related  to  their  area  of  responsibility. 
These  tasks  would  include  preparation  of  reports  (monthly,    annual, 
etc.  )  which  are  necessary  to  efficient  operation  of  the  division,    as 
well  as  the  development  of  written  policies  and  procedures,    the 
analysis  of  management  reports  relating  to  the  commander's  area 
of  responsibility,    and  other  duties  which  have,    to  a  large  extent, 
been  the  responsibility  of  the  section  lieutenant  in  the  past. 


These  changes  will  place  the  burden  for  most  administrative 
tasks  in  the  office  of  the  division  commander,   with  the  section 
heads  assuming  the  primary  role  of  supervisor.     As  a  result  of 
the  added  emphasis  on  administration  and  supervision,    it  is  assumed 
that  additional  supervisory  personnel  will  be  necessary.     This  need 
should  be  evaluated  and  sufficient  lieutenants  assigned  to  ensure  the 
proper  span  of  control  and  system  accountability  is  maintained. 


Position  Structure  -An  alternate  investigative  position  structure 
should  be  developed  to  replace  the  specialist  concept  now  in  use. 
The  maintenance  of  the  specialized  rank  of  inspector  not  only  limits 
administrative  flexibility  of  assignment,    but  also  adversely  affects 
any  career  development  program.      The  section  of  this  report 
entitled  "Personnel"  further  evaluates  this  position  and  recommends 
changing  the  inspector's  classification  to  that  of  sergeant. 


The  position  structure  to  be  developed  should  provide  for  regular 
lateral  rotation  of  personnel  into  and  out  of,    the  investigative 
divisions.      This  would  allow  lateral  movement  opportunities  for 
those  employees  who  are  not  necessarily  interested  in  advancement 
in  rank  and  at  the  same  time  broaden  the  backgrounds  of  those  who 
will  be  assuming  leadership  roles  in  the  future. 


Investigative  Training    -    As  an  adjunct  to  rotational  assignment,    a 
regular  program  of  entry  level  investigative  training  should  be 
provided  for  all  personnel  assigned  to  the  investigative  divisions 
before  they  actually  are  committed  to  duty.      This  training  should 
be  supplemented  by  specialized  courses  relating  to  the  function  to 


6-6 


H 
Z 

w 

H 
Pi 
< 

W 
Q 

W 
U 

o 

ft 

o 
u 

co 
i— i 

u 
z 

< 

ft 

z 

<! 
co 


B 

h 

<: 

tfl 

w 

n 

Bi 

pq 

d 

0 

r> 

d 

KH 

(S-- 

H 

60 

< 

O 

l-H 

H 

CO 

CO 

W 

o 

> 

z 

o 

t— 1 

ft 

<^.2 

B    d 

£  o 

C 

•iH 

+3   a 

3     00    <D 

•"  ■h 

nJ 

o   o 

£   c  to 

u    m 

4-> 

U   > 

(X 

to 

1h      (J 

to   .O    £ 

<D    Q 
O    M 

> 

U 

to    v 
z  w 

Pro 

Gam 

CO 

es> 

u 

■i-i 

>    d 

a 

U     0 

•tH 

<y      "rH 

co 

CO    to 

a 

.d  > 

(0 

3   Q 

U 

o 

►< 

d 

-<   <u   c 
<«   a   c 

V    G    v. 

a  .yd 


U 


CO 
V 

u 
> 

S-i 
CD 
CO 


ft 


M 
O 

-■  .2 

td   4-j 

h     O 
0)    a> 
d  CO 
a) 
U 


CD 
U 

id 

<4H 

cu    d 

£  -2 

^      4-» 

.C    ° 

43       1) 

3   CO 

O 


°  .2 

3    +i 

<!   ° 

CO 


<o 
C 

o 

co 

)-i 

a> 
ft 


O0    <J 
d     0> 

0) 

to 


1.2 


e 

d 

£ 

H 

0 

o 

O 

••H 

■iH 

-rH 

l-H      -U 

CO 

ft    d 

d 

l-H       CJ 

B    ° 

4) 

B   u 

0) 

--.  o 

tl  to 

«    CO 

ti  w 

P  s 

a) 

+J 

strit 
ary 

"2  & 

u 

to    ™ 

*  .2 

ft  g 

Eg 

3 

U 

■i-t  t— » 

o? 

CO 

« 

3 

3 

3 

m 

« 

CQ 

to 

0) 

to 

g 

d 

to 

•f-1 

0) 

o 

^    d 

<D     O 

0) 

u  .2 

'5 

3  c 
u  .2 

S  d 

— 1     to 

4J 

oo  5?.t! 

JD    -JH 

h     -H 

cd   -r1 
°  Q 

tO 

U 

6  1 

o    M 

£  -z;  £ 

0) 

> 

O     oj 

cd  co 

£  co 

u 

d 

CO 

O) 

l-H 

ft 

6-7 


which  the  new  investigator  is  assigned.     Regular  advanced  training, 
consisting  primarily  of  updating  information  presented  in  previous 
courses,    should  also  be  a  part  of  this  training  program. 


Written  Directives  -    The  investigative  divisions  should  immediately 
devote  top  priority  to  the  development  of  a  comprehensive  set  of 
written  policies  and  procedures.      The  current  practice  of  relying 
primarily  on  verbal  direction  is  both  confusing  and  does  not  provide 
for  proper  accountability.     Once  developed,    these  written  directives 
should  be  disseminated  to  concerned  personnel. 


Staff  Meetings  -    As  another  means  of  communicating  information, 
regular  staff  meetings  should  be  held  on  two  levels.      The  first  level 
should  include  the  deputy  chief  and  the  division  commanders.      These 
meetings  should  be  held  at  least  once  weekly.      The  second  level 
meetings  should  be  held  at  least  monthly  and  include  the  deputy  chief, 
the  division  commanders  and  the  section  heads.     All  staff  meetings 
should  include  a  written  agenda  and  minutes  which  are  made  available 
on  a  timely  basis  to  all  divisional  personnel. 


Workload  Data    -    Although  the  necessary  information  for  developing 
a  comprehensive  workload  study  was  not  available  at  the  time  of 
this  survey,    it  becomes  apparent  while  referring  to  the  chart  on 
Page   6-3     that  insufficient  personnel  are  assigned  to  the  investiga- 
tive function.      This  opinion  is  borne  out  by  the  excessively  high 
caseload  in  many  sections,    the  large  number  of  cases  which  are 
administratively  filed  without  any  follow-up,    and  the  generally  below 
average  clearance  rates.     Although  most  experts  agree  that  police 
departments  the  size  of  San  Francisco  should  devote  10  to  12%  of 
their  total  sworn  staff  to  investigative  duties,    the  agency  now  has 
approximately  9%   sworn  staff  assigned  to  this  important  function. 


To  remedy  this  situation,    it  is  suggested  that  immediate  staff 
augmentation  be  implemented  in  the  more  acute  areas  of  need.     On 
a  more  long  term  basis,    an  investigative  workload  study  should  be 
initiated  as  soon  as  possible  to  accurately  assess  each  section's 
personnel  needs.      This  study  would  include  a  review  of  all  depart- 
ment policies  regarding  follow-up  investigations. 
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District  Attorney  Liaison    -    The  district  attorney  liaison  program 
currently  provided  the  investigative  divisions  is  an  excellent  approach 
to  unified  investigative  and  prosecution  functions.     It  has  brought  a 
better  understanding  to  personnel  involved  in  both  agencies  and 
improved  case  handling  from  arrest  to  termination. 


The  primary  problem  appears  to  be  in  the  area  of  written  directives 
concerning  areas  of  responsibility.     Confusion  has  existed  in  some 
cases  and  unneeded  friction  has  resulted.      To  remedy  this,    it  is 
suggested  that  a  comprehensive  set  of  written  policies  and  proced- 
ures be  jointly  developed  to  address  those  areas  of  common  concern, 
with  additional  written  direction  provided  in  those  areas  that  only 
concern  the  San  Francisco  Police  Department. 


Recommendations 

Expand  the  investigative  divisions  from  two  to  three 
divisions,    titled: 

Personal  Crimes  Division 
Burglary/Pawn  Division 
General  Assignment  Division 


Create  one  additional  captain's  position  to  command 
the  third  division. 


Assign  all  administrative  duties  relating  to  each 
division  to  the  division  commander. 


Assign  additional  lieutenants  as  needed  to  provide 
adequate  supervisory  control  and  accountability. 


Develop  a  formalized  training  program  to  provide 
basic  and  specialized  training  to  each  new 
investigator  before  he  or  she  is  assigned  to  duty. 


Develop  a  comprehensive  set  of  written  investigative 
divisions'  policies  and  procedures. 
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Recommendations  (continued) 

Establish  weekly  staff  meetings  of  the  deputy  chief  and 
all  division  commanders  of  the  investigative  divisions. 


Establish  monthly  staff  meetings  of  the  deputy  chief, 
the  division  commanders  and  all  section  heads. 


Prepare  a  written  agenda  and  minutes  of  both  the  weekly 
and  monthly  staff  meetings  and  make  available  on  a 
timely  basis  to  all  divisional  personnel. 


As  an  emergency  measure,    assign  ten  investigators 
immediately  to  the  Burglary/Pawn  Division,    and 
conduct  a  workload  study  of  the  revised  investigative 
divisions  to  determine  the  proper  staffing  levels. 


In  cooperation  with  the  District  Attorney's  Office, 
develop  a  comprehensive  set  of  directives  relating 
to  the  investigative  liaison  program. 
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Personal  Crimes  Division 


The  Personal  Crimes  Division  currently  consists  of  four  distinct 
subunits.     They  are: 

Homicide  Section 
Robbery  Section 
Sex   Crime  Section 
General  Work  Section 


Each  section  of  the  Personal  Crimes  Division  is  headed  by  a  lieutenant 
of  police. 


In  addition  to  the  four  sections,   the  Personal  Crimes  Division 
commander  also  directs  the  activities  of  the  night  investigative  unit. 
The  division  office  staff  consists  of  two  clerical  personnel  and  one 
half-time  cadet  who  are  shared  with  the  Property  Crimes  Division. 


The  Personal  Crimes  Division  consists  of  85  total  personnel  who  are 

classified  as  follows: 

Sworn 


Captain 

1 

Lieutenant 

4 

Inspector 

50 

Assistant  Inspector 

17 

Total  72 

Nonsworn 

Clerical  Staff  6 

Clerical  Staff  (CETA)  4 

Cadets  3 

Total  13 
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The  division  operates  primarily  on  a  Monday  through  Friday  daytime 
basis.     Minimum  level  daytime  weekend  coverage  is  also  provided  in 
the  Homicide,   Sex  Crimes  and  General  Work  Sections.     Night  coverage 
is  provided  from  5  p.m.   to  3  a.m.  by  a  small  staff  of  generalist 
investigators  who  report  directly  to  the  division  commander. 


Homicide  Section 

The  Homicide  Section  consists  of  19  total  personnel  distributed  as 
follows: 

Lieutenant  1 

Inspector  11 

Assistant  Inspector  4 

Total  16 

Clerical  1 

Clerical  (CETA)  1 

Cadet  1 


Total 


The  Homicide  Section  available  manpower  is  currently  reduced  by  two 
inspectors,    one  of  whom  is  on  loan  to  the  Intelligence   Unit  while  the 
other  is  on  extended  disability  leave.      The  section  is  fully  operational 
Monday  through  Friday,    8  a.m.   to  6  p.m.     Primary  shift  hours  are 
8:30  a.m.   to  4:30  p.m.,  with  overlapping  shifts  of  two  men  each 
deployed  8   a.m.   to  4  p.m.   and  10  a.m.   to  6  p.m.     Weekend  coverage 
is  handled  by  the  rotational  assignment  of  two  personnel  working  9  a.m. 
to  5  p.m.     Night  standby  duty  is  assigned  on  a  rotational  basis  to  two 
person  teams.     One  team  is  assigned  night  standby,   Monday  through 
Friday  while  another  team  assumes  weekend  night  standby. 


Homicide  investigators  are  normally  assigned  in  pairs.     The  section 
has  the  responsibility  for  the  investigation  of  all  homicides,    officer 
involved  shootings  where  injury  or  death  results,    serious  assaults 
against  police  officers  and  cases  referred  by  the  coroner.     Cases  are 
normally  received  in  the  Homicide  Section  via  the  department's  ICSS 
terminal  located  in  the  section  squad  room.     The  incoming  cases  are 
assigned  to  the  rotating  team  who  has  the  duty  from  8:30  a.m. 
Monday  through  4:30  p.m.   Friday.     During  that  period  of  time, 
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all  cases  received  during  the  24-hour  daily  period,   unless  otherwise 
assigned  by  the  lieutenant,   become  the  duty  team  responsibility. 


Of  the  two  copies  of  the  ICSS  report  received  in  the  Homicide  Section, 
the  original  is  filed  in  alphabetical  order,   by  year,    in  the  section 
office  while  the  one  copy  is  forwarded  to  the  assigned  investigative 
team.     A  master  control  log  is  maintained  recording  all  cases 
received  and  the  investigative  team  assigned.     These  log  entries  are 
by  victim  name.     In  addition  to  the  master  log,   a  sectionalized  loose 
leaf  chronological  log  is  also  maintained.     It  includes  sections  for 
homicides,    coroner  cases,    assaults  on  police  officers  and  after  hours 
information  received  by  the  operations  center.     This  list  includes  the 
names  of  the  investigators  assigned. 


Two  index  files  are  maintained  in  the  Homicide  Section.     The  first 
consists  of  an  alphabetical  listing  of  victims  and  suspects  while  the 
second  is  a  numerical  file  utilizing  the  ICSS  number.     The  two  files 
are  cross-indexed.     The  office  files,  which  contain  the  original 
report  and  subsequent  supplemental  reports,   are  maintained  for  four 
years  and  then  destroyed.     The  investigator's  work  file,  which  usually 
includes  a  copy  of  the  ICSS  report  and  supplements,   the  chronological 
report  of  investigation  and  investigative  checklist,    plus  other  investi- 
gative material,    is  retained  for  ten  years  on  cleared  cases.     Open 
cases  are  retained  indefinitely. 


Follow-up  control  of  assigned  cases  requires  the  completion  of  a  case 
within  ten  days  or  the  request  for  an  extension    for  another  ten  days. 
A  tickler  file  is  maintained  to  ensure  each  case  is  reviewed  every 
ten  days. 


Robbery  Section 

The  Robbery  Section  consists  of  19  total  personnel.     They  are: 

Lieutenant  1 

Inspector  14 

Assistant  Inspector  1 

Total  16 
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Clerical  2 

Cadet  1 

Total 


Section  personnel  normally  are  assigned  to  work  between  the  hours 
of  8:30  a.m.   and  4:30  p.m.  ,   Monday  through  Friday.     No  employees 
are  assigned  to  night  or  weekend  duty. 


Robbery  investigators  are  assigned  in  pairs.     Currently,   there  are 
seven  teams  and  one  relief  person.     The  section  is  responsible  for 
the  investigation  of  robberies  and  grand  theft  person,    excluding  purse 
snatch  and  pickpocket.     Exceptions  are  robberies  on  school  grounds 
or  public  playgrounds  and  robberies  committed  by  prostitutes. 


Robbery  cases  are  primarily  received  via  the  ICSS  terminal  located 
in  the  section.     Cases  are  assigned  to  the  individual  inspectors  by 
the  lieutenant  on  the  basis  of  workload,    rather  than  specialization  or 
geographic  area.     A  daily  case  assignment  sheet  records  case  infor- 
mation and  the  investigator  assigned.     This  sheet,  which  is  retained 
for  one  year,    is  used  to  monitor  case  activity  and  to  ensure  review 
of  each  case  every  ten  days. 


On  all  cases  a  location  card  is  made  and  put  in  the  location  file.     In 
addition,    if  a  suspect  is  named,    a  suspect  card  is  prepared  and  filed 
in  the  suspect  file.     Upon  completion  of  the  above  tasks  an  entry  is 
made  in  the  master  log  book  by  case  number.     A  final  entry  is  made 
in  the  complainant  log  book  where  all  persons  named  in  the  report, 
except  suspects,   are  alphabetically  listed. 


On  cases  which  are  administratively  filed  (no  assignment  for  follow- 
up),    both  copies  of  the  report  are  filed  numerically  by  year.     On 
assigned  cases  the  original  is  forwarded  to  the  concerned  investigator 
immediately  and  the  copy,    after  processing,    is  retained  on  a  clip- 
board in  the  lieutenant's  office  for  five  days,   after  which  it  is  filed 
in  the  same  numerical  file  described  for  the  unassigned  reports.     The 
ICSS  reports  are  retained  for  a  period  of  five  years  while  all  other 
records  are  maintained  indefinitely. 
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Sex  Crimes  Section 

The  Sex  Crimes  Section  consists  of  16  total  personnel  who  are  dis- 
tributed as  follows: 

Lieutenant  1 

Inspector  9 

Assistant  Inspector  _4_ 

Total  14 

Clerical'  1 

Clerical  (CETA)  JL_ 

Total  2 


The  inspector  rank  includes  three  female  inspectors  and  two  sergeant/ 
inspectors.     The  primary  staffing  hours  of  the  section  are  9  a.m.  to 
5    p.m.  ,   Monday  through  Friday.     "Weekend  coverage  from  9  a.m.   to 
5  p.m.  ,    is  provided  by  the  rotational  assignment    of  at  least  two 
investigators.     Additional  standby  night  time  coverage  is  afforded  by 
the  rotational  assignment  of  one  investigative  team  consisting  of  two 
personnel.     Sex  Crimes  Section  personnel  are  normally  assigned  to 
work  in  two  person  teams.     There  are  presently  six  teams  of  two, 
with  one  additional  investigator  working  misdemeanor  crimes. 


Most  cases  are  received  via  the  ICSS  terminal  and  assigned  by  the 
lieutenant  to  individual  inspectors  based  on  workload.     Upon  receipt, 
cases  are  either  logged  into  the  felony  crime    "assault"  book  or  the 
misdemeanor    crime  "miscellaneous  sex"  book.     Case  dispositions 
are  also  entered  at  a  later  time  when  the  case  has  been  disposed  of. 
All  cases  are  initially  assigned  to  individual  investigators;    however, 
those  cases  which  exhibit  no  workable  leads  may  be  administratively 
filed  after  a  ten-day  period.     A  case  assignment     log  book  and  an 
extended  investigation  log  book  are  maintained  to  ensure  case  control. 


Index  cards  are  prepared  on  the  victim  and  suspect,    and  on  the  location. 
Victim/ suspect  cards  are  cross-indexed  before  filing.     A  copy  of  all 
reports  is  placed  on  an  arch  board  in  the  section  for  a  short  period  of 
time  to  allow  review  by  interested  investigators.      These  reports  are 
then  filed  numerically,   by  year. 
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General  Work  Section 

The  General  Work  Section  consists  of  24  total  personnel  distributed 
as  follows: 

Lieutenant  1 

Inspector  13 

Assistant  Inspector  5 

Total  19 

Clerical  2 

Clerical  (CETA)  2 

Cadet  1 

Total  5 


The  section  is  fully  staffed  between  the  hours  of  9  a.m.   and    5  p.m., 
Monday  through  Friday.     Two  investigators  are  rotationally  assigned 
to  work  the  day  shift,   Saturday  and  Sunday.     An  additional  team  is  on 
standby  duty  each  night  for  emergency  calls.  Investigators  are 
assigned  in  teams.     There  are  currently  seven  two-investigator  teams 
and  one   three-investigator  team  handling  fugitives.     One   inspector  on 
a  two-man  team  is  also  the  chief  arson  investigator. 


The  General  Work  Section  is  responsible  for  investigating  cases 
involving  attempted  murder,   aggravated  assault,   kidnapping,  wife 
beating,   assault  and  battery  on  police  officers,    disturbing  the  peace, 
malicious  mischief,   threats  (including  bomb  threats),    gun/weapon 
violations,   fugitives  and  suspicious  circumstances.     Arson  investi- 
gations are  usually  assigned  to  the  specialist  in  that  field.     It  should 
be  noted  in  this  report  that  the  General  Work  Section  workload,    as 
depicted  on  the  chart  displayed  on  page  6-3   ,    does  not  include  fugitive 
detail  workload.     This  information  is  not  routinely  reported  to  the 
section  commander  and  as  a  result,   the  workload  information  for  16% 
of  the  total  section  personnel  is  not  available. 


Cases  received  in  the  General  Work  Section  normally  are  received 
via  the  ICSS  terminal.     These  are  initially  reviewed  by  the  lieutenant 
and  then  assigned  to  the  individual  investigator,   based  on  workload. 
Only  arsons,    fugitive  cases  and  shootings  are  assigned  to  specific 
teams  or  individuals.     Upon  assignment    by  the  lieutenant,   both  copies 
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of  the  report  are  given  to  the   clerk  who  enters  pertinent  case  data 
into  the  master  case  log  book.     The  clerk  also  creates  index  cards  on 
the  victim  and  suspects,   filing  this  cross-indexed  information  by 
year.     A  postcard,    outlining  the  victim's  responsibility,   is  prepared 
and  mailed  in  misdemeanor  cases. 


After  the  necessary  clerical  tasks  have  been  performed,   one  copy  of 
the  assigned  case  report  is  routed  to  the  concerned  investigator. 
The  remaining  report  copy  is  then  filed  numerically  in  the  section 
office.     On  cases  that  are  not  assigned  (administratively  filed)  both 
copies  of  the  report  are  routed  to  the  numerical  file.     After  assign- 
ment,  a  tickler  log  is  maintained  to  ensure  reports  are  completed 
or  renewed  in  ten-day   cycles. 


Night  Investigative  Unit 

The  night  investigative  unit  consists  of  six  total  personnel.     This 
includes  three  sergeants,   one  inspector  and  two  assistant  inspectors. 
One  sergeant  is  designed  as  unit  supervisor  and  reports  directly 
to  the  division  commander.     Normal  deployment  consists  of  two 
teams  of  two  investigators  each  night.     One  team  works  5  p.m.   to 
1  a.m.    and  the  other  works  7  p.m.   to  3  a.m.     Unit  members  pro- 
vide their  own  relief  for  days  off.     Emergency  relief  is  provided  by 
an  investigator  assigned  to  the  day  shift  Auto  Section. 


The  night  investigative  function  was  created  by  General  Order  89, 
dated  July  28,    1976  to  handle  the  more  serious  night  investigations 
and  negate  the  need  for  each  investigative  section,    excepting  homicide 
and  sex  crimes,   to  maintain  night  coverage.       Typical  tasks  assigned 
to  this  unit  include  follow-ups  on  day  shift  investigations,    stakeouts, 
warrant  and  subpoena  service,    prisoner  transportation,    interviews 
and  security  details  involving  dignitaries. 


Evaluation  of  the  Personal  Crimes  Division 

The  Homicide  Section,   as  presently  organized  is  responsible  for  homi- 
cides,   officer  involved  shootings  and  serious  assaults  on  police 
officers.     Other  related  cases,    such  as  attempted  murder  and  serious 
assaults,    either  of  which  might  conceivably  result  in  the  death  of 
the  victim,   are  now  the  responsibility  of  the  General  "Work  Section. 
This  case  assignment  policy  results  in  serious  assault  cases  being 
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initially  assigned  to  the  General  Work  Section,   and  if  death  results, 
the  investigation  being  assumed  by  the  Homicide  Section.     This  pro- 
cedure results  in  confusion  regarding  case  responsibility  and  causes 
duplicative  investigative  work. 


Over-specialization  is  not  intended  to  inhibit  the  development  of 
special  skills  for  investigators  assigned  to   particular  types  of  crimes. 
It  is  meant  to  expand  the  utilization  of  skills  by  broadening  the  area 
of  responsibility  to  include  other  crimes  of  a  like  nature. 


Over-specialization  is  apparent  in  the  assignment  of  cases,  based  on 
the  age  of  the  victim  or  suspect  or  the  location  (such  as  a  schoolground), 
to  the  Youth  Services  Division.     Although  this  subject  will  be  further 
discussed  in  the  Youth  Services  portion  of  this  report,    it  is  appro- 
priate to  mention  here  that  this  policy,  with  a  few  exceptions,    should 
be  abandoned.      Most  criminal  cases  should  be  assigned  on  the  basis 
of  type  of  offense  regardless  of  the  age  of  the  victim  or  offender, 
or  location. 


Using  the  criteria  mentioned  above,   it  is  suggested  the  Personal 
Crimes  Division  be  reduced  to  three  sections,   each  supervised  by  a 
lieutenant.     The  work  formerly  assigned  to  the  General  Work  Section 
should  be  reassigned  to  other,  more  appropriate,    sections. 
The  proposed  three  sections  of  the  Personal  Crimes  Division  are: 

Homicide  Section 
Robbery  Section 
Sex  Crimes  Section 


The  Homicide  Section  would  assume  responsibility  for  the  investiga- 
tion of  homicides,   attempt  murder,   aggravated  assault,   kidnapping, 
wife  beating,    assault  on  police  officer,   officer  involved  shootings, 
all  misdemeanor  crimes  against  the  person  and  cases  referred  by 
the  coroner. 


The  Robbery  Section  would  have  responsibility  for  the  investigation 
of  all  robberies  and  all  grand  theft-person. 


6-18 


The  Sex  Crimes  Section  would  have  the  responsibility  for  the  investi- 
gation of  all  sex  crimes,    except  for  those  committed  against  children 
under  14  years,    and  for  pornography. 


Crimes  falling  in  the  categories  listed  above  should  be  assigned  to  the 
indicated  section  regardless  of  the  location  of  occurrence  or  the  age 
of  the  offender  or  victim.     The  exceptions  would  be  sex  crimes 
committed  against  children  under  14  years,    child  endangering  and 
unfit  home  situations,    all  of  which  should  be  assigned  to  the  Youth 
Services  Division. 


At  the  present  time,   only  the  night  investigation  team  is  immediately 
available  to  respond  to  major  crimes  scenes  during  the  night  hours. 
It  is  imperative  that  this  service  be  retained,    particularly  in  the 
case  of  homicides.     The  additional  benefit  of  having  trained  investi- 
gators available  to  advise  patrol  personnel  on  field  investigations 
should  also  not  be  overlooked,   as  this  service  improves  the  quality 
of  initial  investigations  and  reduces  the  necessity  for  duplicating  work 
already  satisfactorily  completed. 


To  better  accomplish  its  goal,    it  is  recommended  that  the  night 
investigative  function  be  reassigned  from  the  divisional  commander's 
office  to  the  Homicide  Section.     Based  on  the  increase  in  the  number 
of  personnel  assigned  to  this  section,   it  is  suggested  that  one  addi- 
tional lieutenant  supervisor  be  assigned,   pending  completion  of  the 
section  workload  study  to  determine  the  proper  investigative  and 
supervisory  levels. 


The  night  investigations  function,    although  a  detail  of  the  Homicide 
Section,    should  continue  to  provide  night  assistance  for  other  sections 
of  the  bureau.     This  includes  obtaining  statements,    crime  scene 
assistance,    etc.,    and  should,  whenever  possible,    conclude  case 
preparation  to  a  point  where  it  may  be  presented  by  an  appropriate 
day  shift  investigator  to  the  district  attorney  for  prosecution. 


The  current  practice  of  providing  only  night  investigative  service 
until  3  a.m.    should  be  discontinued.     Night  investigators  should  be  on 
duty  until  the  regular  day  shift  reports  for  work.     Presently,   there 
are  two  overlapping  shifts  used  to  staff  the  night  investigative  function. 
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The  first  shiftworks  from  5  p.m.  to  1  a.m.,  while  the  second  shift 
begins  at  7  p.m.  and  works  until  3  a.m.  One  additional  shift  should 
be  added  to  cover  the  period  from  12  midnight  to  8. a.m. 


Personnel  assigned  to  the  night  investigations  detail  should  have 
broad  investigative  experience  to  allow  for  proper  handling  of  all 
cases,   including  major  crimes  such  as  homicide,    robbery  and 
forcible  rape.     This  kind  of  available  expertise  should  negate  the  need 
for  the  routine  on-call  assignment  of  investigators  assigned  to  the 
day  shift.     Major  cases,    requiring  extensive  daytime  follow-up, 
should  continue  to  be  primarily  handled  by  the  day  shift  investigators. 
Night  shift  personnel  should  be  rotated  at  regular  intervals,   not  to 
exceed  six  months,   on  a  staggered  basis. 


R  ecommendations 

Reorganize  the  Personal  Crimes  Division  into  three 
sections  entitled  Homicide,   Robbery  and  Sex  Crimes, 
each  supervised  by  a  lieutenant. 


Assign  to  the  Homicide  Section  the  additional  res- 
ponsibilities of  investigation  of  attempt  murder, 
aggravated  assault,   kidnapping,  wife  beating,    all 
assaults  on  police  and  all  misdemeanor  crimes 
against  the  person. 

Assign  the  responsibility  for  the  investigation  of  all 
robberies  to  the  Robbery  Section. 


Reassign  the  responsibility  for  investigation  of  all 
sex  crimes,    except  sex  crimes  against  a  child  under 
14  years,   and  pornography,    to  the  Sex  Crimes  Section. 

Reassign  the  night  investigation  function  responsibility 
to  the  Homicide  Section. 


Assign  one  additional  lieutenant  to  the  Homicide  Section. 
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R  ecommendations   (continued) 

Expand  the  night  investigative  staffing  to  cover  the 
period  from  3  a.m.   until  the  arrival  of    the  day  shift. 


Require  night  investigators  to  complete,  where  possible, 
all  cases  occurring  during  their  tour  of  duty. 


Provide  a  system  of  staggered  rotation,   at  reasonable 
intervals,   for  night  investigative  personnel. 
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Property  Crimes  Division 


The  Property  Crimes  Division  consists  of  five  distinct  subunits. 
They  are: 

Auto  Theft  Section 

Burglary  Section 

Pawn  and  Security  Section 

Fraud  Section 

Tactical  Investigations  Section 

Each  section  of  the  Property  Crimes  Division,  with  the  exception 
of  the  Burglary  Section,  is  headed  by  a  lieutenant  of  police.  The 
Burglary  Section  is  supervised  by  two  lieutenants. 


In  addition  to  the  six  lieutenant  section  supervisors,    the  Property 
Crimes  Division  commander  also  directs  the  activities  of  one 
assistant  inspector  assigned  to  the  mayor's  office  security  staff. 
The  office  staff  of  two  clerical  personnel  and  one  half-time  cadet  is 
shared  with  the  Personal  Crimes  Division. 


The  division  operates  primarily  on  a  daylight  hours,    Monday  through 
Friday  basis.     For  those  units  having  personnel  assigned  during  the 
day  on  Saturday,    one  lieutenant  is  rotated  weekly  to  provide  this 
sixth  day  command  coverage. 


The  Property  Crimes  Division  consists  of  78  total  personnel,    who 
are  classified  as  follows: 


Sworn 


Nonsworn 


Captain  1 

Lieutenant  6 

Sergeant  1 

Inspector  31 

Assistant  Inspector  27 

Total  66 


Clerical  Staff 
Clerical  Staff  CETA 
Cadets 


Total 


5 
5 

2 


12 
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Auto  Theft  Section 

The  Auto   Theft  Section  consists  of  17  total  personnel  distributed  as 
follows: 

Lieutenant  1  Clerical  1 

Inspector  7  Clerical  CETA  2 

Assistant  Inspector  _5  Cadet  (2  time)  1_ 

Total  13  Total  4 


One  assistant  inspector  is  assigned  to  work  with  the  Personal 
Crimes  Division,    with  hours  of  7  p.m.   to  3  a.m.      This  officer 
does  not  work  auto  related  crimes. 


All  Auto  Theft  Section  personnel  normally  work  regular  business 
hours.     Weekend  coverage  is  provided  by  two  sworn  employees  who 
have  two  weekdays  off. 


Although  section  personnel  are  considered  generalists,    assignments 
are  usually  made  on  the  basis  of  specialties.     Currently,    there  are 
four  persons  assigned  to  auto  theft,    one  person  assigned  to  motor- 
cycle thefts,    one  person  assigned  to  auto  embezzlement,    three 
persons  to  auto  boosting  and  two  persons  to  auto  stripping  cases. 


The  Auto   Theft  Section  lieutenant  normally  reviews  and  assigns  cases 
received  from  the  ICSS  computer  each  morning.     Immediate  assign- 
ments are  made  in  cases  where  arrests  have  been  effected  or  where 
circumstances  demand  rapid  follow-up.     A  master  log  maintained  by 
a  clerk,  records  assignments  and  also  provides  information  on  the 
ultimate  disposition  of  the  case. 


Assigned  cases  are  required  to  be  completed  and  returned  to  the 
lieutenant  for  review  within  ten  days.     Extensions  can  be  granted  for 
those  cases  requiring  more  extensive  follow-up. 

Two  files  containing  reports  are  maintained  in  the  Auto  Theft  Section. 
At  the  time  of  case  assignment  the  clerk  files  one  copy  of  the  report 
in  a  file  folder  by  date.      Upon  completion  of  the  assignment,    the  inspec. 
tor's  work  copy,    with  attached  material,    is  filed  by  inspector's  name. 
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Burglary  Section 

The  Burglary  Section  consists  of  26  total  personnel.     The  section  is 
divided  into  two  more  or  less  equal  units,    each  commanded  by  a 
lieutenant.     Both  units  are  housed  in  the  same  office  space  to  ensure 
close  liaison  and  uniformity  of  effort. 


The  north  unit  is  comprised  of  the  following  personnel: 

Lieutenant  1 

Inspector  5 

Assistant  Inspector        6 

Total  12 

The  south  unit  is  comprised  of  the  following  personnel: 

Lieutenant  1 

Inspector  2 

Assistant  Inspector        7 

Total  10 


The  south  unit  total  is  further  reduced  to  eight  by  virtue  of  one 
inspector  and  one  assistant  inspector  being  on  loan  to  the  Internal 
Affairs  Unit  of  the  department. 


In  addition  to  the  personnel  in  the  two  units,    the  Burglary  Section 
also  is  assigned  the  following  civilian  staff: 

Clerical  1 

Clerical  CETA  2 

Cadet  (^  time)  1_ 

Total  4 


Burglary  Section  personnel  normally  work  the  day  shift,    Monday 
through  Friday.     Day  shift  Saturday  and  Sunday  coverage  is  provided 
by  the  rotational  assignment  of  two  sworn  employees.     With  the  excep- 
tion of  two  safe  specialists,    who  are  on-call  at  any  time,    inspectors 
and  assistant  inspectors  are  not  on-call  after  regular  business  hours. 
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If  a  matter  in  the  field  requires  inspector  expertise,  one  of  the  two 
Burglary  Section  lieutenants  is  contacted  to  arrange  for  assignment 
of  an  inspector. 


Burglary  Section  personnel  are  assigned  on  the  basis  of  geography. 
Normally,    two  inspectors  or  assistant  inspectors  are  assigned  to 
each  of  the  nine  districts  in  the  city.      These  investigative  specialists 
work  closely  with  the  "35  units"  which  operate  out  of  each  district 
station.      The  two  safe  specialists,    although  assigned  to  a  district 
for  routine  burglary  follow-ups,    are  available  as  needed  for  use  in 
safe  burglaries  throughout  the  city. 


Case  assignments  are  handled  by  the  two  lieutenants.      The  ICSS 
reports  are  received  and  routed  by  the  clerk  to  the  lieutenant  in 
whose  area  the  crime  occurred.      The  lieutenant  reviews  the  report, 
decides  if  further  investigation  is  warranted,    and  if  so,    assigns  the 
case  to  one  of  the  two  inspectors  in  whose  area  the  crime  occurred. 


Assigned  cases  are  logged  by  the  clerk  before  routing  to  the  inspector. 
Cases  may  be  retained  by  the  assigned  inspector  for  a  period  of  ten 
days.     At  the  conclusion  of  that  time  period  cases  must  be  returned 
to  the  appropriate  lieutenant  for  review,    or  the  lieutenant  must  be 
contacted  to  arrange  for  an  extension  of  time  to  complete  the  case. 


The  original  copy  (of  the  two  copies  received  on  the  computer 
terminal)  of  both  assigned  and  unas signed  cases  which  have  been 
routed  to  the  Burglary  Section,    is  logged  by  the  clerk  and  then  filed 
by  date. 


The  work  copy  of  assigned  cases,    after  completion,    are  filed  by  case 
file  number.      The  second  copy  of  unas  signed  burglary  cases  is  routed 
to  the  inspector  in  whose  area  the  crime  occurred,    for  informational 
purposes. 
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Pawn  and  Security  Section 

The  Pawn  and  Security  Section  is  staffed  by  12  total  personnel 
distributed  as  follows: 


Lieutenant 

1 

Clerical 

1 

Sergeant 

1 

Clerical  CETA 

1 

Inspector 

6 

Assistant  Inspector 

2 

Total 


10 


Total 


Section  personnel  normally  work  regular  business  hours,    Monday 
through  Friday.     Saturday  coverage  is  provided  by  the  rotational 
assignment  of  two  inspectors.     In  addition,    one  inspector  is  on 
rotational  assignment  on  every  other  Sunday.     This  is  done  to  catch 
up  on  the  processing  of  reports  received  by  the  section. 


Work  assignments  in  the  Pawn  and  Security  Section  are  made  on  the 
basis  of  specialty  areas.     These  include  four  persons  assigned  to 
pawnshops,    one  person  assigned  to  junk,    one  person  assigned  to 
permit  investigations,    two  persons  assigned  to  hotel  security  and 
dignitary  protection  and  one  person  assigned  to  guns. 


The  pawnshop  unit  consists  of  two  teams  of  two  inspectors  each.     Each 
team  is  responsible  for  one-half  of  the  26  pawnshops  in  the  city.      This 
unit  is  responsible  for  reviewing  the  pawn  slips  that  are  received 
daily  by  the  department  and  following  up  on  suspected  stolen  property. 


The  junk  inspector  is  primarily  involved  with  routinely  checking  the 
12  or  13  junk  dealers  for  stolen  metal  products,    such  as  wire,    etc. 


The  permit  inspector  conducts  the  background  investigations  for 
secondhand  dealers,    and  additionally  obtains  information  as  needed 
relating  to  permit  violations.     Part  of  the  duty  of  this  position  is  to 
appear  at  hearings  relating  to  permit  issuance  or  revokation. 


The  hotel  security  and  dignitary  protection  unit  is  responsible  for 
maintaining  liaison  with  hotels /motels  throughout  the  city,    as  well 
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as  assuming  the  investigation  of  all  hotel/motel  thefts  resulting  in  a 
loss  exceeding  $10,  000.      This  unit  also  coordinates  all  activities 
relating  to  the  protection  of  visiting  dignitaries  to  the  city.     Actual 
protection  is  normally  provided  by  other  units  within  the  section  or 
department. 


The  sergeant  assigned  to  the  gun  unit  is  responsible  for  reviewing 
and  following  up,  if  necessary,  on  all  reports  where  guns  are  listed. 
This  includes  assisting  in  the  identification  of  guns,  contacting  other 
agencies  regarding  gun  related  investigations,  etc.  The  destruction 
of  guns  held  by  the  department  is  not  a  part  of  these  responsibilities 
as  this  task  is  handled  by  the  Property  Section. 


The    gun   unit  is  also  responsible  for  found  property  other  than 
personal  items  such  as  purses,    wallets,    etc.,    which  are  handled 
by  the  Fraud  Section. 


Case  assignments  in  the  Pawn  and  Security  Section  are  made  only  on 
hotel  security  and  found  property  cases.      The  section  clerk  reviews 
the  reports  and  determines  those  cases  to  be  assigned.     An  entry  is 
then  made  on  an  alpha  index  card  relating  to  the  case  indicating  the 
name  of  the  assigned  inspector.     Cases  so  assigned  are  not  required 
to  be  turned  in  at  any  specific  time  interval  and  there  is  no  notation 
made  when  the  case  is  completed.      The  assigned  inspector  is  respon- 
sible for  placing  the  report  in  file  when  it  is  completed. 


In  processing  ICSS  reports  received  by  the  section,    the  clerk  initially 
logs  and  prepares  a  daily  summary  sheet  of  all  cases.     If  the  case  is 
subsequently  assigned,    one  copy  of  the  two  received  is  routed  to  the 
assigned  inspector  and  the  original  is  routed  to  file.     These  originals 
are  filed  by  case  number.     On  unassigned  cases  the  duplicate  report 
is  destroyed  and  the  original:  is  filed  in  the  case  file  with  the  assigned 
cases. 

Fraud  Section 

The  Fraud  Section  consists  of  17  total  personnel  distributed  as  follows: 

Lieutenant  1  Clerical  2 

Inspector  10 

Assistant  Inspector  4 

Total  15  Total  2 
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Personnel  normally  work  regular  business  hours,    Monday  through 
Friday.     One  man  is  assigned  to  work  during  the  day  on  Saturday. 


The  section  workload  is  divided  into  seven  specialty  fields.      Four 
persons  are  assigned  to  checks,   two  persons  to  bunco,    two  persons 
to  pickpockets,   two  persons  to  credit  cards,    one  person  to  shoplifting, 
one  person  to  welfare  fraud  and  two  persons  to  embezzlement.     Normal- 
ly,       each  inspector  works  alone  and  carries  his  own  workload.     Most 
cases  are  initiated  by  the  Fraud  Section  directly.     The  district  stations 
normally  handle  only  those  reports  where  immediate  response  is 
necessary. 


Because  of  a  district  attorney  policy  of  only  accepting  check  cases 
where  the  value  exceeds  $200,    records  are  kept  of  lesser  amount 
checks  to  determine  when  this  cumulative  amount  has  been  reached 
so  that  a  case  can  be  initiated.     Case  reports  are  not  prepared  when 
the  amount  is  below  this  figure. 


Case  assignments  are  made  by  the  lieutenant.     After  log  entry  is 
made  by  the  clerk,    the  original  is  filed  numerically  by  month.      The 
second  copy  is  routed  to  the  assigned  inspector.     After  work  completion 
and  review  by  the  lieutenant,    the  second  copy  is  filed  with  associated 
papers  under  the  inspector's  name. 


Cases  assigned  are  expected  to  be  returned  in  ten  days;  however,    no 
tickler  system  is  used  to  ensure  this  policy  is  followed. 


Tactical  Investigation  Section 

The  Tactical  Investigation  Section  consists  of  five  total  personnel. 
They  are: 

Lieutenant  1 

Inspector  1 

Assistant  Inspector  3 

Total  5 

Section  personnel  generally  work  regular  business  hours,    Monday  through 
Friday.      The  unit  is  primarily  an  intelligence  gathering  operation  and 
was  created  with  funds  furnished  by  the  federal  Law  Enforcement  Assis- 
tance Administration. 
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Evaluation  of  Property  Crimes  Division 

The  Property  Crimes  Division  should  be  restructured  into  two 
divisions,    each  commanded  by  a  captain.      The  two  divisions  should 
be  titled: 

Burglary/Pawn  Division 
General  Assignment  Division 


The  proposed  Burglary/Pawn  Division  should  consist  of  four  sections, 
each  supervised  by  a  lieutenant.      Three  sections  should  be  assigned  the 
responsibility  for  burglary  investigators,   while  the  fourth  section 
is  devoted  to  the  pawn  function. 


Each  of  the  three  burglary  sections  should  be  assigned  a  geographical 
area  of  the  city  which  corresponds  to  approximately  one-third  of  the 
total  burglary  case  load.      These  sections  should  be  responsible  for 
all  burglary  investigations  occurring  within  their  assigned  area, 
including  hotel/motel  burglaries.      The  burglary  sections  should  also 
assume  responsibility  for  the  shoplifting  investigation  formerly 
assigned  to  the  Fraud  Section. 


To  accomplish  the  additional  tasks  which  have  been  assigned,    and  to 
relieve  the  current  overload  of  individual  case  assignments,    it  is 
recommended  that  at  least  ten  additional  investigators  be  assigned 
immediately  to  the  three  burglary  sections.      These  investigators 
would  provide  temporary  relief  until  such  time  as  a  workload  analysis 
is  completed  and  a  proper  determination  can  be  made  as  to  appropriate 
staffing  levels. 


The  Pawn  Section  of  the  Burglary/Pawn  Division  should  retain  the 
pawnshop,    junk,    permit  investigations  and  gun  functions  which  were 
performed  in  the  past.      The  security  function,    however,    should  be 
transferred  to  the  Field  Operations  Bureau  because  of  the  operational 
nature  of  the  task.     In  addition,    the  bodyguard  details  now  handled  by 
the  Investigations  Bureau  should  also  be  assumed  by  Field  Operations 
personnel. 


The  organizational  structure  suggested  here  concentrates  the  related 
functions  of  burglary  investigation,    shoplifting  investigation   and  the 
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pawn  operation  in  one  division  and  allows  for  a  more  concentrated 
effort  to  be  directed  in  the  investigations  of  these  crimes. 


The  proposed  General  Assignment  Division  should  consist  of  three 
sections,    each  commanded  by  a  lieutenant.      The  three  sections  are 
General  Work,    Auto  and  Fraud. 


The  General  Work  Section,    as  reorganized,    is  responsible  for  the 
arson,    pickpocket,    gun  violation  and  misdemeanor  investigation 
(except  thefts  and  batteries)  functions.      The  other  functions,    formerly 
a  part  of  this  section,    have  been  reassigned  primarily  to  the  revised 
Homicide  Section.      The  exception  is  the  fugitive  responsibility,    which 
should  be  assigned  to  the  Warrant  Section  of  the  Records  Division. 


The  Auto  Section  of  the  General  Assignment  Section  would  retain  the 
same  responsibilities  as  before.     These  responsibilities  include  auto 
and  motorcycle  theft,    auto  embezzlement,    auto  boosting  and  auto 
stripping. 


The  Fraud  Section  in  the  new  organization  structure  would  retain  the 
responsibility  for  the  investigation  of  checks,    credit  cards,    bunco 
and  embezzlement.      The  pickpocket  and  shoplifting  responsibilities 
have  been  reassigned  to  other  sections  within  the  investigative 
divisions. 


The  Tactical  Investigations  Section,    because  of  the  staff  nature  of 
its  operation  and  the  fact  it  is  geographically  remote  from  the 
investigative  divisions,    should  be  placed  under  the  direct  control 
of  the  Investigations  Bureau  commander. 


Recommendations 

Divide  the  Property  Crimes  Division  into  two  divisions 
entitled: 

Burglary/Pawn  Division 
General  Assignment  Division 
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Recommendations  (Continued) 

Establish  four  sections  in  the  Burglary/Pawn  Division, 
each  supervised  by  a  lieutenant.      Title  the  four  sections: 

District  One  Burglary  Section 
District  Two  Burglary  Section 
District  Three  Burglary  Section 
Pawn  Section 


Assign  responsibility  for  all  burglaries  to  the 
burglary  section  having  geographical  jurisdiction. 


Assign  responsibility  for  shoplifting  cases  to  the 
burglary  section  having  geographical  jurisdiction. 


Immediately  assign  an  additional  ten  investigators 
to  the  burglary  investigations  function. 


Transfer  the  responsibility  for  all  security  functions, 
including  the  Security  Section  and  the  various  bodyguard 
details,    from  the  Investigations  Bureau  to  the  Field 
Operations  Bureau. 


Establish  three  sections  in  the  General  Assignment 
Division,    each  supervised  by  a  lieutenant.      Title 
the  three  sections: 

General  Work  Section 
Auto  Section 
Fraud  Section 


Assign  arson,    pickpocket  and  misdemeanor 
investigations  (except  theft  and  battery)  to  the 
General  Work  Section. 


Place  the  Tactical  Investigations  Section  under  the 
direct  control  of  the  bureau  commander. 
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Assignment  of  Investigators  in  Pairs 

Presently  some  investigative  sections  assign  investigators  to 
two-man  teams.     In  most  instances,   however,    cases  are  assigned  to 
the  individual  investigator  for  follow-up  and  not  to  the  team.    While 
most  section  managers  agreed  that  solo  assignments  were  generally 
more  effective  in  keeping  up  with  the  workload,    several  reasons  for 
maintaining  team  assignments  were  voiced.     Two  of  particular  con- 
cern were:     the  investigator's  personal  safety  in  arrest  situations, 
and  the  lack  of  vehicles  for  investigators  use.      Certainly,    both  reasons 
are  valid;  however,   there  is  a  danger  that  without  tight  supervisory 
control,    team  members  may  be  prone  to  doubling  up  when  it  is  not 
truly  necessary. 


Obviously,   when  an  investigator  goes  into  the  field  for  the  specific 
purpose  of  arresting  a  potentially  dangerous  person,    he  should  not 
go  alone.     There  are,   however,   many  more  instances  where  the 
danger  becomes  apparent  only  after  the  investigator  arrives  at  an 
arrest  situation.     In  those  instances  he  can,    and  should,    request 
a  Patrol  Unit  to  assist  him  befor  attempting  to  take  the  suspect  into 
custody. 


The  shortage  of  vehicles  allocated  to  investigations  is  undoubtedly 
the  most  significant  contributor  to  team  members  unnecessarily 
doubling  up.     There  are  presently  only  46  pool  cars  available  for  regular 
assignment  to  investigators.     It  would  not  be  possible  for  the  present 
investigative  staff  to  perform  field  follow-up  activities  as  solo  units 
during  the  same  time  period.       While  exact  figures  are  not  available, 
it  would  be  safe  to  assume  that  two  investigators  utilizing  a  single 
car  during  the  same  time  period  will  waste  a  significant  amount  of 
their  investigative  time  waiting  for  each  other  to  complete  their 
individual  tasks. 


It  is  understood  that  providing  additional  vehicles  for  investigative 
duties  would  be  costly;  however,  the  loss  of  an  investigator's  time 
when  viewed  in  light  of  his  monthly  salary  is    enormous. 


It  is  recommended  that  sufficient  vehicles  be  allocated  to  the  investi- 
gative function  to  accommodate  solo  assignment  of  investigators. 
Further,    it  is  recommended  that  dual  assignments  of  investigators  for 
safety  reasons  be  closely  supervised  to  assure  that  it  is  actually 
necessary. 
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Recommendations 

Discontinue  assigning  investigators  in  pairs,    except 
in  situations  where  it  may  be  hazardous  for  an  investi- 
gator to  work  alone,    or  where  it  can  be  clearly  shown 
that  more  than  one  investigator  is  necessary  to  success 
fully  investigate  a  case. 


Increase  the  allocation  of  vehicles  to  investigations  to 
accommodate  solo  investigative  field  follow-up  sctivities. 
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Consolidation  of  Assignment  and  Control  of  Investigation  Reports 


The  realignment  of  investigative  responsibilities  is  going  to  neces- 
sitate the  movement  of  personnel.     It  is  likely  that  these  staff  changes 
will  occur  concurrent  with  the  shift  in  responsibilities.     While  these 
shifts  are  necessary,    it  should  be  remembered  that  this  repositioning 
is  an  interim  action  only.     Final  allocation  of  personnel  should  not 
take  place  until  sufficient  workload  data,   under  the  reorganized 
structure,    is  accumulated  to  accurately  measure  manpower  needs. 


The  investigative  divisions  and  sections,    as  now  constituted,    operate 
on  a  more  or  less  autonomous  basis  with  each  unit  supervisor  devel- 
oping an  operation  to  fit  the  unit's  needs.     This  operational  mode  is 
especially  evident  in  the  areas  of  case  assignment  and  record  keeping. 


Case  assignment  criteria  varies  widely  from  one  section  to  another. 
In  some  sections  the  supervisor  formally  assigns  each  case  and 
maintains  a  "tickler  file"  to  ensure  prompt  handling.     Other  super- 
visors make  formal  assignments  but  do  not  require  status  reports 
on  case  progress.     Still  other  supervisors  do  not  formally  assign 
cases,    but  rather  route  all  case  information  concerning  a  specific 
specialty  to  concerned  investigators,  with  no  requirement  for  a 
reporting  activity. 


Record  keeping  also  varies,    according  to  the  individual  section  super- 
visor.    Some  sections  are  maintaining  complete  duplicate  records 
systems,    including  index  cards  and  cross  reference  cards.     Other 
sections  are  primarily  filing  copies,   by  case  number,   of  all  reports 
directed  to  that  unit.     Records  purging  also  varies  from  section 
to  section. 


Because  of  these  variances  in  case  assignment  and  record  keeping, 
it  is  very  difficult  to  accurately  assess  the  work  being  accomplished 
in  the  various  sections.     The  receipt,    review  process,    case  assign- 
ments,   case  follow-up  and  case  suspension  procedures  vary  to  such 
an  extent  that  full  accountability  is  not  possible.     Other  than  super- 
visorial review,    there  is  no  centralized  control  or  administrative 
review  of  the  inspector's  completed  investigations. 
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A  program  for  closer  procedural  control  and  review  should  be  set  up  to: 

-  Insure  uniformity  of  procedures  and  to  evaluate  quality  and 
content  of  investigations. 

-  Control  time -frame  in  which  reports  are  acted  upon  by  the 

investigators. 

-  Gather  pertinent  information  from  the  follow-up  investigation 
reports. 


In  this  connection  it  is  suggested  that: 

1.  A  central  control  center  be  established  under  the  direction  of 
the  deputy  chief  of  the  Investigations  Bureau  in  which  all  reports 
for  follow-up  investigation  be  received  from  the  Records  Division. 
The  report  would  be  received  only  at  the  one  computer  terminal 
in  the  control  center;  not  to  the  individual  computer  terminals 
in  the  various  sections. 

2.  In  the  control  center  a  report  ticlder  file  be  established  in  which 
either  a  copy  of  the  report  or  tickler  notice  be  filed  by  due  date. 

3.  Reports  would  then  be  forwarded  to  the  concerned  division  captain 
for  distribution  to  the  sections.     This  would  assure  that  each 
division  head  was  fully  aware  and  accountable  for  investigative 
activity  in  his  division. 

4.  After  investigation,    reports  would  be  routed  back  to  the  deputy  chief, 
central  control  center,  where  they  would  be  subject  to  review  and 
evaluation  before  returning  them  to  the  Records  Division. 


To  operationalize  this  centralized  control  concept,    it  is  suggested 
that  the  ICSS  computer  be  reprog rammed  to  deliver  all  investigative 
division  cases  to  the  central  coordinating  unit  rather  than  the  indi- 
vidual sections.     This  unit,    in  turn,    should  also  be  responsible  for 
the  review  and  entry  into  ICSS  of  all  supplementary  reports  from  the 
section  investigators.     This  process  would  relegate  the  individual 
computers  terminals  in  each  section  to  information  tools  to  assist 
investigators  in  the  course  of  their  investigations. 
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Such  a  system  should  be  implemented  as  soon  as  possible  to  provide 
administrative  control  and  to  require  positive  accountability  down 
through  the  line  of  the  captains,    lieutenants,    and  inspectors  for 
completeness  and  quality  of  each  investigation.     This  is  deemed  to 
be  a  necessary  and  critical  management  requirement. 


Recommendation 

Establish  a  Central  Coordinating  Unit  under  the  imme- 
diate direction  and  control  of  the  deputy  chief  within  the 
Investigations  Bureau  to  receive,    review,    assign  and 
provide  follow-up  evaluation  and  control  of  all  criminal 
investigations. 
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Youth  Services  Division 


The  Youth  Services  Division  consists  of  three  sections;  they  are; 

Investigations  Section 

Missing  Persons  and  Bike  Section 

Youth  Activities  Section 


The  Investigations  Section  is  commanded  by  a  lieutenant  of  police 
while  the  other  two  sections  are  supervised  by  sergeants.     All 
section  leaders  report  directly  to  the  division  commander. 


The  Youth  Services  Division  consists  of  34  total  personnel  who  are 

classified  as  follows: 

Sworn 


Captain 

1 

Lieutenant 

1 

Sergeant 

4 

Inspector 

9 

Assistant  Inspector 

8 

Police  Officer 

1 

Woman  Protective  Officer  3 

Total  27 

Nonsworn 

Clerical  staff  4 

Clerical  staff  -  CETA  1 

Fingerprint  Technician  1 

Cadet  1 

Total  7 


The  Youth  Services  Division  does  not  maintain  written  divisional 
policies  and  procedures  other  than  those  spelled  out  in  the  department 
manual.     Written  divisional  communications  are  normally  transmitted 
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via  memo.     Oral  communications  are  limited  to  personal  exchanges  of 
information  and  staff  meetings  are  held  only  on  an  infrequent  basis. 


The  division  is  fully  operational  between  the  hours  of  8  a.m.    and 
5  p.m.  ,   Monday  through  Friday.     Limited  office  service  is  provided 
5  p.m.    to  1  a.m.  ,    seven  days  a  week  by  one  investigator  and  one 
clerk.     Saturday  and  Sunday  daytime  coverage  is  handled  by  the  ro- 
tational assignment  of  two  investigators.     Night  shift  relief  is  handled 
by  the  assignment  of  one  investigator  on  a  rotational  basis. 


Night  shift  personnel  are  primarily  involved  in  the  issuance  of  juvenile 
numbers  (J  numbers)  to  field  personnel,    photographing  and  fingerprinting 
arrested  juveniles,    providing  advice  to  field  personnel  and  the  public 
on  juvenile  matters  and  generally  handling,   on  an  abbreviated  scale, 
all  problems  which  normally  fall  to  juvenile  specialists  on  the  day  shift. 


One  specialized  position  in  the  form  of  a  fingerprint  technician  is 
assigned  to  the  Youth  Services  Division  on  the  day  shift,   Monday  through 
Friday.      This  position  is  primarily  concerned  with  the  identification 
of  juvenile  subjects.     The  employee   in  this  position  does  not  become 
involved  in  crime  scene  investigations  or  make  fingerprint  compari- 
sons between  file  information  and  crime  scene  evidence,  both  tasks 
being  a  responsibility  of  the  criminalistics  laboratory. 


The  fingerprint  technician  is  primararily  involved  in  processing  juve- 
nile arrestees  (photo  and  fingerprints),    classification  and  maintenance 
of  the  juvenile  fingerprint  file,   maintenance  of  the  juvenile  photo  file, 
monicker  file  and  subject  index  file,    file  searching  if  arrestees  identi- 
fication is  in  doubt  and  sending  and  receiving  computer  related  information. 


1976  statistics  related  to  the  operation  of  the  Youth  Services  Division 
are  depicted  on  Page  6-39. 
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SAN  FRANCISCO  POLICE  DEPARTMENT 
San  Francisco,    California 

Youth  Services  Division 

Major  Incidents  Assigned  -  1976 

(Total  4,627  Cases) 
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Total  6,201  Arrests 
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Investigations    Section 

The  Investigations  Section  of  the  Youth  Services  Division  consists  of 
23  total  personnel  distributed  as  follows: 


Lieutenant 

1 

Sergeant 

1 

Inspector 

7 

Assistant  Inspector 

5 

Police  Officer 

1 

Woman  Protective  Officer 

3 

Total 

18 

Clerical 

3 

Fingerprint  Technician 

1 

Cadet 

1 

Total 

For  ease  of  assignment,   the  city  is  broken  into  ten  work  areas. 
These  generally  follow  the  nine  district  boundaries  except  for  the 
creation  of  one  additional  work  area  to  more  evenly  equalize  the 
workload. 


One  investigator  is  normally  assigned  to  each  work  area,    with  two 
exceptions.     In  one  case,   two  areas  have  been  combined  and  the  two 
investigators  work  the  combined  area  and  also  handle  citywide  investi- 
gation of  gang  related  crimes.     The  other  exception  is  one  area  which 
has  one  male  investigator  and   one    woman  protective  officer  assigned. 


In  addidtion  to  the  above  geographic  assignments,   there  are  also  two 
women  protective  officers  assigned  citywide  responsibility  for  investi- 
gation of  crimes  against  children,    such  as  child  molesting,    unfit  home,   etc. 


The  Investigations  Section  is  charged  with  the  responsibility  for  the 
investigation  of  selected  misdemeanor  and  felony  crimes  involving 
juveniles.     In  addition,    the  section  is  responsible  for  investigating 
all  crimes  committed  on  school  property,    parks  and  playgrounds, 
regardless  of  the  age  of  the  victims  or  responsibles. 
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Crimes  which  involve  juveniles  as  victims  or  suspects,    and  are  not 
investigated  by  this  section  include  kidnap,    forcible  rape,   homicide, 
auto  theft,   theft  from  auto,    prostitution,    residential  burglary,    sale 
of  narcotics,    purse  snatch,    fraud  involving  checks  or  credit  card 
and  gambling.     These  crimes  are  investigated  by  other  units  in  the 
department. 


Cases  referred  to    the  Investigations  Section  are  normally  received 
on  the  division's  ICSS  terminal  and  routed  to  the  section  lieutenant 
who  is  responsible  for  review  and  assignment  of  appropriate  cases 
while  administratively  filing  the  remainder.     After  this  decision  has 
been  made  and  the  investigator's  name  has  been  written  on  the  top  of 
the  assigned  reports,    all  cases  are  forwarded  to  the  clerical  staff 
for  processing. 


The  initial  processing  consists  of  entering  all  cases  in  a  master  control 
log  in  sequential  case  report  order.      This  is  followed  by  the  alpha- 
betical entry  of  the  victim's  name  in  either  an  "adult"  or  "juvenile" 
log  book. 


Index  cards  are  prepared  on  all  suspects  and  arrestees  for  inclusion 
in  the  subject  index  file.     Index  cards  are  also  completed  if  an  incident 
occurred  on  school  property,    playgrounds,    parks  or  school  busses. 


After  processing,   the  original  copy  of  the  report  is  routed  to  the  assigned 
investigator  for  action  while  the  duplicate  copy  is  filed  by  number  in 
the  office  file.     Both  copies  of  the  report  are  filed  in  the  case  of  un- 
assigned  reports. 


Case  status  is  monitored  by  daily  referral  to  the  master  case  log.     If 
a  case  has  not  been  logged  as  completed  within  10  days  of  assignment, 
this  information  is  listed  on  a  report  which  is  forwarded  to  the  section 
commander. 
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Missing  Person  and  Bike  Section 

The  Missing  Person  and  Bike  Section  consists  of  five  total  personnel 
distributed  as  follows: 

Sergeant  2 

Inspector  1 

Assistant  Inspector  1 

Total 


Clerical 

Total 


One  sergeant  is  designated  as  section  supervisor  and  carries  no  case 
load.     The  remaining  sworn  staff  are  assigned  in  two  teams. 


The  first  team  is  comprised  of  the  remaining  sergeant  and  one  assis- 
tant inspector.      This  team  is  primarily  involved  in  missing  juvenile 
cases,    although  they  perform  other  outside  duties  as  needed. 


The  second  team  consists  of  one  inspector  who  is  assigned  the  adult 
missing  person  and  bike  detail. 


The  Missing  Person  and  Bike  Section  is  responsible  for  adult  and 
juvenile  missing  persons,    as   well   as    stolen   and   recovered 
bikes. 


Work  assignment  to  the  section  is  handled  by  the  lieutenant  in  charge 
of  the  Investigations  Section.     Upon  receipt  by  the  Missing  Person  and 
Bike  Section,    the  clerk  enters  the  information  in  a  master  log  and 
prepares  an  index  card.     One  copy  of  the  report  is  then  routed  to  the 
assigned  investigator  while  the  second  copy  is  retained  numerically 
in  the  section  master  file.     The  clerk  also  prepares  a  daily  missing 
person  teletype. 
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Because  of  the  nature  of  the  cases  handled,   all  cases  referred  to  the 
Missing  Person  and  Bike  Section  are  routed  to  the  concerned  investi- 
gators.    In  addition  to  reviewing  all  cases  received,     the  missing  person 
function  is  required  to  make  a  contact  on  each  report.     No  tickler 
file  is  utilized  in  this  section  to  ensure  regulated  closures.     Case 
information  is  retained  indefinitely  at  the  discretion  of  the  concerned 
investigator. 


Youth  Activities  Section 

The  Youth  Activities  Section  is  made  up  of  five  personnel.     They  are: 

Sergeant  1 

Inspector  1 

Assistant  Inspector  2 

Total 


Clerical  CETA 

Total 


The  Youth  Activities  Section  works  as  one  unit  addressing  a  variety 
of  functions  relating  to  youth  programs.     This  section  is  also  currently 
devoting  the  equivalent  of  one  position  per  year  to  bodyguard  service 
for  the  San  Francisco  Board  of  Supervisors. 


Youth  functions  which  are  the  responsibility  of  the  section  include 
juvenile  division  processing,    school  presentations,    youth  program 
administration  (fishing,   tours,    baseball  tickets),    academy  instruction 
(basic  and  in-service)  and  coordination  with  outside  agencies  relating 
to  both  criminal  and  noncriminal  youth  problems. 


The  youth  diversion  program  (diverting  selected  youths  to  noncriminal 
handling)  is  the  major  in-house  program  administered  by  the  Youth 
Activities  Section.     This  program  entails  at  least  two  field  contacts 
(initial  and  final)  and  detailed  background  investigation.      The  section 
is  currently  processing  about  one  diversion  case  per  day. 
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Evaluation  of  the  Youth  Services  Division 

The  Youth  Services  Division  should  consist  of  three  sections  entitled: 

Field  Services  Section 
Youth  Welfare  Section 
Missing  Person  Section 


The  Field  Services  Section  replaces  the  former  Investigations  Section 
of  the  Youth  Services  Division.     The  lieutenant  in  charge  and  all 
section  personnel  should  be  retained;  however,   the  functional  responsi- 
bilities should  undergo  major  modification. 


The  Field  Services  Section  should  relinquish  all  general  criminal 
investigative  responsibilities  to  the  appropriate  section  of  the  other 
divisions  within  the  Investigations  Bureau.     Thus,   if  a  burglary  is 
reported,    it  would  be  assigned  to  the  Burglary  Section;  if  a  robbery  is 
reported,    it  would  become  the  responsibility  of  the  Robbery  Section, 
etc.  ,    regardless  of  the  age  of  the  victim  or  suspect. 


The  investigation  of  sex  crimes  against  children  under   14  years,   unfit 
homes  and  child  endangerment  should  continue  to  be  performed  by 
Field  Services  Section  personnel.     In  addition,   the  stolen  and  recovered 
bike  function  should  be  a  responsibility  of  this  section,    rather  than 
missing  person  where  it  is  now  assigned. 


The  Field  Services  Section,    in  addition  to  the  duties  described  above, 
should  field  an  active  force  of  juvenile  specialists.     This  force  should 
consist  of  at  least  three  two-person    juvenile    patrol  vehicles;  one 
assigned  to  each  of  the  proposed  three  districts  within  the  city.     There 
should  be  at  least  two  shifts  of  such  juvenile  specialists  on  duty  each 
day.      The  hours  of  assignment  should  conform  to  those  times  when 
juveniles  are  the  most  active,    such  as  during  school  hours  and  evening. 


The  juvenile  cars  should  frequent  those  places  in  their  assigned  area 
where  juveniles  congregate  in  order  to  develop  accurate  intelligence 
regarding    youth  activity  and  to  amplify  rapport  between  the  juvenile 
community  at  large  and  the  police  department.     It  is  felt  this  effort 
will  not  only  assist  the  field  force  by  providing  up-to-date  juvenile 
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information,   but  it  will  allow  rapid  response  of  juvenile  specialists  to 
those  situations  where  this  expertise  can  be  most  readily  utilized. 


To  further  expand  on  this  concept  of  maintaining  close  field  ties  with 
the  juvenile  population,   it  is  suggested  that  the  Field  Services  Section 
assign  at  least  one  officer  to  each  high  school  district  in  the  city. 
These  officers  would  provide  continual  liaison  between  the  department, 
the  schools  and  the  juvenile. 


The  Youth  Welfare  Section  of  the  Youth  Services  Division  should  assume 
the  duties  now  performed  by  the  Youth  Activities  Unit.      This  unit  would 
work  closely  with  the  juvenile  field  officers  and  school  officers  de- 
scribed above  to  provide  the  support  activities  which  impact  juvenile 
behavior. 


The  Missing  Person  Section  should  continue  to  be  responsible  for 
both  adult  and  juvenile  missing  persons.     This  unit  should  develop 
close  ties  with  the  Homicide  Section  to  ensure  cases  of  mutual  concern 
are  promptly  identified  and  the  appropriate  investigative  unit  is  assigned 
to  carry  the  case  through  to  its  conclusion. 


Sergeants  should  continue  to  be  assigned  as  supervisors  of  the  Youth 
Welfare  Section  and  the  Missing  Person  Section. 


Recommendations 

Retitle  the  three  sections  of  the  Youth  Services  Division  as: 

Field  Services  Section 
Youth  Welfare  Section 
Missing  Person  Section 


Assign  a  lieutenant  of  police  to  supervise  the  Field 
Services  Section. 


Assign  sergeants  to  supervise  the  Youth  Welfare  and 
Missing  Person  Sections. 
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Recommendations  (continued) 

Reassign  the  responsibilities  for  all  general  criminal 
investigations  to  investigation  sections  within  the  other 
divisions  of  the  bureau,    except  retain  in  the  Field 
Services  Section  the  responsibility  for  the  investigation 
of  sex  crimes  involving  children  under  14  years,   unfit 
homes  and  child  endangerment. 


Establish  a  field  force  of  juvenile  specialists  composed 

of  police  officers  to  be  assigned  two  shifts  a  day,   in  vehicles, 

to  each  of  the  three  proposed  districts  of  the  city. 


Assign  one  police  officer  to  each  of  the  high  school  districts 
in  the  city  to  serve  as  a  juvenile  liaison  officer. 


Reassign  the  stolen  and  recovered  bike  function  to  the 
Field  Services  Section. 


Discontinue  the  use  of  inspectors  and  assistant  inspectors 

in  the  Youth  Services  Division  and  replace  with  police  officers. 
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Vice  Crimes  Division 


The  Vice  Crimes  Division  is  located  on  the  fifth  floor  of  the  Hall  of 
Justice.     The  division  is  commanded  by  a  captain.     Although  the 
organization  charts  show     the  Vice  Crimes  Division  as  being  under 
the  direction  of  the  deputy  chief  of  the  Investigations  Bureau,    in 
actual  practice  the  division  commander  reports  directly  to    the 
chief  of  police.     The  division  consists  of  two  sections:    Narcotics; 
and  Prostitution,    Gambling,    and  Liquor  Control.     Each  section  is 
supervised  by  a  lieutenant  who  is  directly  responsible  to  the  division 
commander. 


There  are  presently  42  sworn  and  four  nonsworn  personnel  allocated 
to  the  division  as  follows: 

Sworn 


Captain 

1 

Lieutenant 

2 

Sergeant 

4 

Inspector 

3 

Assistant  Inspector 

14 

Police  Officer 

17 

Woman  Protective  Officer 

1 

Total  42 

Nonsworn 

Principal  Clerk  1 

Clerk-Stenographer  1 

Clerk-Typist  (CETA)  1 

Cadet  (part-time)  1 

Total  4 
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Personnel  are  functionally  assigned  as  follows: 

Administrative  Office: 

Captain  1 

Principal  Clerk  1 

Clerk-Stenographer  1 

Clerk-Typist  (CETA)  1 

Cadet  1 

Total  5 

Narcotics  Section: 

Lieutenant  1 

Sergeant  2 

Inspector  3 

Assistant  Inspector  6 

Police  Officer  6 

Woman  Protective  Officer  1 

Total  19* 

Prostitution  -  Gambling  -  Liquor  Section: 


Lieutenant 

1 

Sergeant 

2 

Inspector 

0 

Assistant  Inspecto 

r 

8 

Police  Officer 

11 

Woman  Protective 

Offi 

cer  0 

Total  22 


Narcotics  Section 

The  Narcotics  Section  is  responsible  for  citywide  enforcement  of  all 
narcotics/drug  violations,   both  felony  and  misdemeanor,   and  the 
processing  of  all  persons  arrested  for  narcotic/drug  violations, 
including  juveniles.     Section  personnel  are  organized  into  two  basic 
shifts:   10  a.m.  to  6  p.m.   and  2  p.m.   to  10  p.m.  ,   Monday  through 
Friday.     The  lieutenant  works  from  9  a.m.   to  5  p.m.   and  a  sergeant 
supervises  from  5  p.m.   to  10  p.m.     Days  and  hours  may  be  changed 
by  the  lieutenant  to  meet  specific  needs. 


6-48 


Personnel  are  assigned  to  three  teams;  A,    B,    and  C,    as  follows: 

Team  A  5  (includes   1  sergeant) 

Team  B  6  (includes  1  sergeant) 

Team  C  5 


Additionally,    one  inspector  is  assigned  to  investigate  all  complaints 
received  regarding  narcotic/drug  activities.     Usually,   two  inspectors 
are  assigned  to  the  function;    however,    one  is  on  extended  loan. 
Team  "C"  does  not  have  a  sergeant  assigned  due  to  the  transfer  of 
one  sergeant  who  has  not  yet  been  replaced.     An  assistant  inspector 
has  been  assigned  as  acting  team  leader  until  a  sergeant  is  allocated. 


Receipt  of  Narcotic/Drug  Complaints  -  Complaints  received  regarding 
suspected  narcotic/drug  activities  are  entered  on  a  section  form. 
The  lieutenant  reviews  the  complaint  and  assigns  it  to  the  complaint 
inspector  who  investigates  the  matter.     If  the  complaint  inspector 
cannot  resolve  the  problem,  the  complaint  is  reassigned  to  a  specific 
team  leader  for  investigation.     All  complaints  are  entered  in  a  com- 
plaint log  book  in  chronological  sequence.     The  log  functions  as  a 
tickler  file  to  control  follow-up  of  assigned  cases  in  that  a  final 
disposition  is  required  for  each  log  entry.     One-day  shift  inspector 
is  responsible  for  rebooking  of  all  narcotics/drug  arrests  made  by 
department  members  not  assigned  to  narcotics. 


Special  Operations  Funding 

Monies  are  budgeted  yearly,    under  authority  of  Charter  Section  3.  539, 
for  enforcement  of  narcotics  laws.     The  charter  section  provides 
the  board  of  supervisors  with  the  authority  of  appropriating  a  sum  of 
money,    not  to  exceed  $50,  000  in  any  one  fiscal  year,    for  use  by 
the  chief  of  police  in  narcotic  law  enforcement.     The  charter  section 
includes  a  like  amount  that  may  be  authorized  for  general  law  enforce- 
ment activities  at  the  descretion  of  the  chief.     Monies  from  that 
source  are  used  for  special  operations  funding  in  prostitution, 
gambling  and  liquor  law  enforcement. 


Prostitution,    Gambling  and  Tiquor  Section 

This  section  is  responsible  for  the  enforcement  of  violations  of  the 
law  in  those  areas  described  in  the  section's  title.     Additionally,    the 
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section  is  responsible  for  pornography  investigations.     Section  per- 
sonnel are  organized  into  two  basic  shifts;  9  a.m.   to  5  p.m.    and  7  p.m. 
to  3  a.m.,   Monday  through  Friday.     Coverage  is  also  provided 
Saturday  night  from  7  p.m.  to  3  a.m.     Personnel  are  not  usually 
assigned  on  Sunday;  however,    days  of  assignment  and  shift  hours 
may  be  altered  if  a  need  exists.     Ten  personnel,    including  a 
sergeant,    are  assigned  to  the  day  shift  in  specialty  team  assignments 
as  follows: 

Prostitution  2  personnel 

Pimping  2  personnel 

Bookmaking  2  personnel  (including  the  sergeant) 

Massage/Encounter  2  personnel 

Studios 

Gambling  2  personnel 


Eleven  personnel  are  assigned  to  the  night  shift  with  general  respon- 
sibility for  prostitution,    gambling  and  liquor  violations. 


Receipt  of  Vice  Complaints  -  Complaints  received  regarding  suspected 
vice  activity  are  entered  on  a  section  form.     The  lieutenant  reviews 
the  complaint  and  where  indicated  assigns  it  to  a  specific  investigator 
for  investigation.     All  complaints  are  entered  in  a  complaint  log 
book  in  chronological  sequence.     The  log  functions  as  a  tickler  file  to 
control  follow-up  of  assigned  cases  in  that  a  final  disposition  is 
required  for  each  log  entry. 


Evaluation 

Organization  -  It  is  understood  that  the  present  positioning  of  the 
division  under  the  chief  of  police  is  a  relatively  recent  change. 
Previously,   the  division  was  positioned  under  the  Investigations 
Bureau,    reporting  directly  to  the  bureau  commander. 


Because  of  the  sensitive,   and  at  times  controversial,   nature  of  vice 
enforcement, it  is  not  unusual  for  a  chief  administrative  officer  of  a 
police  department  to  place  the  function  under  his  direct  control  to 
assure  that  the  department's  goals  and  policies  for  vice  enforcement 
are  correctly  interpreted  at  the  level  of  execution.     Removing  an 
additional  command  level  between  the  chief  and  the  enforcement 
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function  reduces  the  likelihood  of  misinterpretation.     Either  organi- 
zational mode  is  proper  and  can  work  equally  well  depending  on  an 
agency's  unique  problems  and  needs  as  preceived  by  the  department 
head. 


The  separation  of  narcotics  and  vice  enforcement  is   sound  based  on 
the  differing  clientele  involved.     Two  distinct  sections,  with  clearly 
defined  responsibilities,    each  supervised  by  a  lieutenant  directly 
responsible  to  the  division  commander  strengthens  operational 
control  and  should  equalize  enforcement  efforts  of  the  two  diverse 
areas. 


Personnel  -    The  allocation  of  personnel  to  the  two  sections  appears 
minimal  based  on  the  centralization  of  enforcement  efforts.     The 
sections  have  citywide  jurisdiction  over  their  areas  of  responsibility 
and  represent  the  department's  total  dedication  of  manpower  to 
exclusive  narcotics  and  vice  control.     Determining  the  exact  number 
of  personnel  required  to  perform  the  function  is  very  difficult,    in 
that  most  vice/narcotics  activity  is  self-generated  and  does  not 
reflect  a  measurable  demand  for  service  such  as  is  experienced  by 
other  department  elements. 


Also  to  be  considered  when  evaluating  staffing  needs  is  the  depart- 
ment1 s  enforcement  policy.     Obviously,    a  more  aggressive  policy 
will  require  a  higher  number  of  personnel.     Consultant  was  informed 
that  approximately  four  bookmaking  arrests  have  been  made  since  the 
first  of  the  year,   a  period  of  seven  months.     This  appears  low  for 
such  a  large  city  and  may  well  indicate  a  need  for  additional  personnel 
assigned  to  that  vice  specialty  if  the  department  desires  a  higher  level 
of  enforcement. 


Rotation  of  Personnel  -  There  is  at  present  no  established  rotation 
policy  for  movement  of  personnel  through  the  division.     Personnel 
are  normally  retained  until  their  usefulness  appears  impaired 
which  may  well  vary  from  person  to  person.     Also,  17  investigative 
personnel,    almost  half  of  total  investigators,    enjoy  civil  service 
status  of  inspector  and  assistant  inspector  and  can  normally  only 
be  rotated  within  the  Investigations  Bureau  when  an  opening  occurs. 
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While  many  persons  can  successfully  work  vice  for  long  periods  of 
time,   there  are  some  who  may  be  adversely  affected  by  prolonged 
contact  with  the  type  of  clientele  constantly  encounted  in  vice  enforce- 
ment.     It  is  recommended  that  a  reasonable  time  limit,   two  or  three 
years,   be  established  for  assignment  to  vice/narcotics  enforcement. 
The  limit  should  apply  to  middle  managers  and  supervisors  as  well 
as  investigators. 


In  order  to  facilitate  timely  rotatioivit  is  recommended  that    staffing 
of  inspectors  and  assistant  inspectors  be  discontinued  and  their 
positions  filled  by  police  officers.     The  present  practice  of  utilizing 
sergeants  for  field  supervision  should  be  continued. 


R  e  commendations 

Implement  a  reasonable  rotation  policy  for  personnel 
assigned  to  vice /narcotics  enforcement. 


Discontinue  assigning  inspectors  and  assistant 
inspectors  to  vice/narcotics  enforcement  and  fill  the 
vacated  positions  with  police  officers. 


6-52 


CRIMINALISTICS 


Physical  evidence     properly  presented  in  a  criminal  case  is  of 
great  value.     Such  evidence  speaks  for  itself  and  is  the  most 
dependable  in  proving  facts  surrounding  the  guilt  or  innocence  of 
an  individual.     Police  investigators  must  fully  exploit  the  potential 
of  physical  evidence  in  developing  their  cases.     Police  management 
must  establish  a  well  delineated  working  procedure  with  adequate 
physical  resources  to  accomplish  the  job. 


There  must  be  a  procedure  by  which  physical  evidence  at  the  crime 
scene  is  protected,    gathered,    identified  and  preserved  for  exami- 
nation by  the  criminologist.     Through  all  processes  there  must  be 
maintained  absolute  chain  of  possession  to  assure  that  the  evidence 
will  have  court  acceptance.     To  fulfill  this  responsibility,    the 
police  department  has  an  established  Crime  Laboratory. 


The  Crime  Laboratory,    located  in  the  Hall  of  Justice,    is  adminis- 
tratively placed  in  the  Support  Services  Bureau,    and  is  under  the 
direction  of  a  criminologist  who  reports  directly  to  the    deputy  chief. 
The  criminologist  is  responsible  for  the: 

-  Criminalistics  Laboratory  Unit 

-  Mobile  Crime  Laboratory  Unit 

-  Photo  Laboratory  Unit 

The  Criminalistics  Laboratory  is  staffed  with  one  criminalist, 

four  assistant  criminalists,    one  clerk  (two  additional  clerk  positions 

and  one  laboratory  helper  position  are  allocated  but  are  vacant). 


Organization  and  Management 

It  is  noted  that  there  is  a  lack  of  goals  and  objectives,    and  deficiencies 
in  the  organization  and  management  of  resources  to  provide  expected 
results  from  the  laboratory.     The  present  operation  of  the  Crime  Lab 
can  be  described  as  crisis  oriented,   which  appears  to  have  evolved 
over  many  years  because  resource  allocations  of  staff,    equipment, 
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and  space  have  not  kept  pace  with  the  increased  demands  for  services 
placed  on  the  laboratory.     The  organization  of  the  Photo,    Mobile  and 
Criminalistics  Units  within  the  Crime  Lab  operations  is  vague,    and 
there  does  not  appear  to  be  clear  lines  of  responsibility  and  authority 
established  for  these  operational  subunits. 


Organizationally,    it  is  recommended  that  these  operations  remain 
an  integral  part  of  the  Crime  Lab  because  their  common  mission  is 
the    collection,     preservation  and  examination  of  physical  evidence. 
To  achieve  maximum  effectiveness  they  must  work  as  a  team. 


The  Mobile  Unit  operation  regarding  the  organization  and  resources 
committed  to  the  essential  and  critical  task  of  physical  evidence 
collection  was  briefly  reviewed. 


Mobile  Crime  Lab  -  Present  Assignments 

At  the  present  time  the  responsibility  for  crime  scene  searches  is 
assigned  to  the  Mobile  Laboratory  Unit,   which  is  comprised  of: 

Inspectors,    including  one  Polygraph  Operator  4 

Assistant  Inspectors  2 

Sergeant  1 

Patrolmen  2 

Fingerprint  Technician  1 

10~ 


Eight  staff  members  of  the  Mobile  Laboratory  Unit  are  assigned  to 
respond  on  a  daily  basis  to  crime  scene  requests:  five  work  8  a.m. 
to  4  p.m.;  two  work  4  p.m.  to  12  midnight-  one  member  is  on  call 
after  midnight.  One  man  is  assigned  full  time  to  processing  auto- 
mobiles used  in  connection  with  homicides,  rapes,  robberies,  car 
boosts  and  some  hit  and  run  cases.  If  a  request  for  photographs  is 
received,    a  member  from  the  Photo  Lab  responds. 


The  director  indicated  Mobile  Laboratory  Unit  responds  to  about 
800  calls  per  month,    an  average  of  26  calls  per  day.     He  agreed 
that  it  was  not  possible  to  do  a  thorough  crime  scene  search  or 
adequately  process  evidence  in  the  limited  time  available. 
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Under  the  present  arrangement  a  search  is  conducted;    or  if  no  one 
is  available  the  victim  must  wait,    sometimes  a  day  or  more,   for  an 
officer  to  arrive.     Valuable  evidence  may  be  lost  or  tampered  with 
and  so  lose  its  value  for  presentation  in  court.     Complete  and 
thorough  service  cannot  be  provided  for  crime  scene  evidence 
searches  with  the  current  staffing. 


Evidence  Technicians  -  Proposed 

Crime  may  occur  any  time  of  the  day  or  night  and  any  location 
within  the  city  in  which  there  is  need  to  gather  and  preserve  physical 
evidence.     Because  of  the  volume  of  criminal  incidents  and  the 
ongoing  need  to  gather  crime  scene  evidence,    it  is  proposed  that 
the  police  department  set  up  a  routine  procedure  with  a  trained  staff 
to  handle  the  job. 


The  level  of  expertise  required  to  routinely  gather  and  preserve 
physical  evidence  at  the  crime  scene  is  not  that  of  a  criminologist. 
Experience  has  shown  that  a  workable  program  can  be  established 
by  utilizing  patrol  officers  as  evidence  technicians.     The  officers 
selected  should  undergo  intensive  training  in  the  gathering  and 
preserving  of  physical  evidence  at  crime  scenes.     Training  should 
be  ongoing. 


There  are  not  available  complete  valid  figures  to  project  the  exact 
numbers  of  technicians  actually  needed  for  crime  searches.     However, 
the  following  figures  are  set  forth  as  staffing  for  the  crime  scene 
technicians,    subject  to  adjustment  as  experience  dictates.     Initially, 
it  is  suggested  that  evidence  technicians  be  assigned  as  follows: 

Hours  Evidence  Technicians 


12:01   a.  m. 

-  8:00  a.m. 

3 

8:00  a.  m. 

-  4:00  p.  m. 

5 

4:00  p.  m. 

-  1  2  mid. 

5 

Relief 

6 

Total 

19 
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The  evidence  technician  should  be  assigned  to  patrol  Division  at  the 
Hall  of  Justice,   with  field  assignment  by  area,    i.e.,  north,    south, 
west  district  stations.     When  assigned  in  marked  vehicles  they 
could  also  patrol  the  streets  and  serve  as  cover  on  major  situations, 
inasmuch  as  calls  for  crime  scene  searches  have  peaks  and  valleys 
in  the  workload.     Patrolling  when  not  otherwise  occupied  provides 
more  street  coverage. 


It  is  proposed  that  the  unit  be  assigned  to  the  Southern  Division  Station  at 
the  Hall  of  Justice  because  it  is  closest  to  the  Crime  Lab.     Better 
supervisory  control  could  be  maintained  if  the  unit  is  in  one  location 
rather  than  assigned  to  district  stations. 


Further,   extensive  separation  would  inhibit  communication  between 
the  technicians.     It  is  suggested  that  one  working  sergeant  be  assigned 
to  provide  direction  and  general  supervisory  control. 


The  technician  would  be  assigned  to  areas  and  would  be  directed 
through  central  communication  on  assignments. 


Polygraph 

Polygraph  services  in   criminal  investigations  are  currently  the 
part-time  responsibility  of  one  inspector,    assigned  to  the  Mobile 
Unit.     Requests  for  polygraph  services  justifies  a  full-time  examiner. 
This  position  should  be  placed  under  the  control  of  the  Bureau  of 
Investigation  because  they  are  the  primary  user  of  this  investigative 
tool  and  can  most  effectively  set  the  priorities  for  this  service. 


Photo  Laborator 


y 


A  brief  inspection  of  the  Photo  Lab  and  discussion  with  some  of  the 
staff  indicated  that  there  is  adequate  space  and  equipment  to  provide 
good  photographic  services.     It  was  noted,    however,   that  some  of 
the  photo  processing  equipment  and  procedures  should  be  evaluated 
to  determine  whether  or  not  new  equipment  could  provide  more  cost 
effective  and  timely  photo  processing. 
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Organization  within  the  Crime  Laboratory 

Organization  within  the  Crime  Laboratory  is  very  informal  and  lacks 
meaningful  management  controls.     This  is  exemplified  by  the 
absences  of  written  policy  and  instruction  for  the  following: 

(1)  Administrative  procedures  for  such  routine  functions  as: 

(a)  evidence  receipt,   handling     and  destruction . 

(b)  preparation,    storage  and  destruction  of  case  records. 

(c)  clerical  procedures  for  report  writing,   filing,   maintaining 
workload  statistics     and  technical  reference  file   library. 

(2)  Personnel  Procedures: 

(a)  position  responsibility  statements  for  all  personnel,    including 
the  laboratory  director,   which  clearly  delineates  the  scope 

of  responsibilities  and  authority  of  each  position. 

(b)  periodic  formal  professional  reviews  conducted  by  the  lab 
director  with  each  criminalist  to  assess  progress  in  the 
various  technical  subject  areas,    and  to  identify  the  training 
needs  of  each  individual. 

(3)  Technical  procedures  for  the  following: 

(a)  suggested  methodolgy  for  routine  types  of  examinations. 

(b)  procedures  for  the  routine  calibration,  maintenance  of 
scientific  instruments  and  equipment. 


Casework  Assignment  and  Review:     There  is  insufficient  supervision, 
monitoring,    and  review  of  casework  performed  by  the  criminalist 
staff  to  insure  quality  results  within  the  constraints  of  current 
forensic  knowledge.     Casework  notes,   if  any,    are  kept  by  the 
individual  criminalist.     In  the  absence  of  published  standard 
procedures  which  can  be  referenced,    casework  notes  should  be 
mandatory     and  should  be  kept  permanently  in  the  case  file.     The 
lab  director  or  a  delegated  supervisor  should  systematically  review 
each  report,    supporting  data,    and  notes  to  insure  that  results  and 
conclusions  expressed  are  reasonable  within  the  constraints  of 
current  forensic  knowledge.     The  philosophy  encountered  was  that 
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once  hired,    and  after  a  minimum  of  on  the  job  training,    a  crimina- 
list can  function  independently  with  minimal  supervision  and 
monitoring. 


The  court  testimony  of  the  staff  should  also  be  periodically  monitored 
by  the  director  or  delegated  supervisor  both  personally  and  through 
feedback  from  the  judicial  system  to  insure  that  opinions  being 
presented  are  reasonable  and  generally  acceptable  to  the  forensic 
community.     . 


Quality  Control;    Quality  control  programs  should  be  initiated,  both 
on  an  open  basis  as  a  check  on  methodology     and  on  a  blind  basis, 
as  a  check  on  the  application  of  the  methodology  by  the  technical 
staff. 


Laboratory  Statistics  and  Workload  Standards:  Workload  statistics 
currently  being  compiled  emphasize  the  number  of  examinations 
and/or  items  examined.     Such  numbers  have  limited  value  in  develop- 
ing workload  standards  needed  to  plan  and  justify  staffing  levels. 
It  appears  more  meaningful  to  count  cases  (or  investigations)  which 
can  be  directly  correlated  with  the  standard  crime  rate  index  for  the 
department,  and  which  can  also  be  correlated  with  the  statistics  and 
workload  data  developed  by  other  jurisdictions  of  comparable  size 
with  similar  crime  rates  and  staffing  levels. 


For  this  survey  the  laboratory  director  was  requested  to  translate 
"examinations"  into  "cases",  where  possible,   for  calendar  year 
1976  which  is  summarized  in  Appendix  I. 


The  case  date  in  this  format  was  then  compared  with  the  workload 
data  developed  for  the  Department  of  Justice  statewide  crime 
laboratory  system  from  which  an  estimate  of  cases /criminalist 
could  be  made. 
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Personnel 

The  present  criminalist  staff  all  appears  to  have  adequate  educational 
qualifications     but  have  not  had  training  in  newer  and  more  advanced 
types  of  evidence  examinations,  such  as  advanced  blood  grouping  and 
trace  evidence  analysis  utilizing  microscopy  and  advanced  instrumen- 
tation techniques. 


There  is  no  formalized  training  in  either  supervision  or  management 
for  the  criminalist  staff  which  has  undoubtedly  contributed  to  the 
present  state  of  disorganization.     Addition  of  staff  without  supervision 
or  management  training  of  the  existing  staff  would  only  aggravate 
existing  problems.     It  is  unrealistic  to  expect  that  technically 
trained  professionals  have  gained  supervisory  or  management  skill 
in  their  academic  training  or  have  assimilated  such  skills  through 
on-the-job  experience.     It  is  also  unrealistic  to  expect  that  adequate 
supervision  and  management  of  the  day-to-day  lab  operation  can  be 
provided  by  nontechnical  administrators  outside  the  lab  operation. 


Staffing  Level;    The  authorized  and  actual  staffing  level  as  of 
January,    1977,   was  as  follows: 

CRIME  LABORATORY  (Civilian  Personnel) 

-Criminologist  (Chief  Criminalist,   Director)  1 

-Criminalist  (Supervising  Criminalist)  1 

-Assistant  Criminalist  (Criminalist)  4 

-Laboratory  Helper  (  position  vacant  since  2/76)  1 

-Clerical  (  only  one  filled  during  past  year)  _3_ 

Total  10 


MOBILE  UNIT  (Sworn  Personnel) 

-Inspectors  (includes  Polygraph  Examiner)  4 

-Assistant  Inspectors  2 

-Sergeant  1 

-Patrolmen  2 

-Fingerprint  Technician  (Civilian)  1 

Total  10 
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PHOTO  LABORATORY*  (Sworn  Personnel) 


-Inspectors  4 

-Assistant  Inspectors  2 

-Patrolman  _1_ 

Total  7 


There  is  no  justification  for  inspectors  and  assistant  inspectors  to 
be  retained  as  evidence  technicians  in  the  Crime  Lab.     They  should 
be  transferred  to  the  Investigation  Bureau  for  assignment  to  major 
investigative  work.     The  two  patrolmen     presently  assigned  to  the 
Crime  Lab  could  remain  as  evidence  technicians. 


From  the  Photo  Lab  the  inspectors     and  assistant  inspectors  should 
be  transferred  to  Investigation  Division  and  the  patrolman  should  be 
assigned  to  duties  requiring  a  sworn  officer  authority.     Civilians 
should  be  hired  for  photo  lab  work. 


Position  the  Photo  Lab  in  fact,    under  the  direction  of  the  head  of  the 
Criminalists  Division.     Presently, the  Photo  Lab  appears  to  be  a 
separate  entity.     This  should  not  be.     The  work  done  by  the  Photo 
Lab  is  intimately  related  to  the  total  job  of  the  Crime  Lab. 


The  criminalistics  case  input  data  provided  for  1976  (Appendix  II) 
indicates  that  the  existing  staffing  should  be  increased  and  perma- 
nently staffed  as  follows: 

-Criminologist  (Laboratory  Director)  1 

-Supervising  Criminalist  1 
-Criminalists  (  full  journeyman;  i.e.,    Crim.   Ill)  4 

-Criminalists  I  or  II  3 

-Laboratory  Helper  1 

-Clerical  2 

Total  12" 


;NOTE:  The  Mobile  and  Photo  Units  operate  a  day  shift,  5  p.m.  to 
12  midnight  shift,  and  a  rotating,  oncall,  list  for  the  12  midnight 
to  8  a.  m.  shift.  The  criminalist  staff  are  oncall,  but  are  rarely 
called. 
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These  increases  are  considered  minimal  with  the  existing  workload  to 
support  on  a  perpetual  basis  the  adequate  organization,   training  and 
maintenance  of  the  existing  physical  plant  and  equipment  and  to  allow 
the  staff  to  remain  abreast  of  technological  advances.     Further  staff 
increases  may  be  justified  depending  on  what  casework  priorities 
are  set  by  the  department  and  the  courts. 


The  proper  utilization  of  support  personnel  to  the  technical  staff  has 
been  seriously  neglected  as  evidenced  by  the  long  standing  vacancies 
and  lack  of  permanency  of  the  laboratory  helper  and  clerical  posi- 
tions which  has  contributed  to  many  of  the  problems  noted. 


Permanent,   full-time  experienced  persons  in  the  laboratory  helper 
and  clerical  positions  would  allow  the  criminalist  staff  to  devote 
more  time  to  technical  and  evidence  examinations  while  providing 
services  essential  to  an  efficient  laboratory  operation  at  lower 
salary  levels.     Some  of  the  assistance  which  the  laboratory  helper 
and  clerical  positions  can  and  should  provide  are: 

1.  Evidence  receipt,    storage  and  return  (or  destruction  of  drugs). 

2.  Maintain  on-going  case  input/output  statistics  required  by  the 
laboratory  director  for  efficient  management  planning  and  bud- 
geting. 

3.  Maintain  technical  files  and  library. 

4.  Clean  and  maintain  laboratory  equipment  and  apparatus. 

5.  Maintain  inventory  of  expendable  supplies  and  do  ordering  as 
needed. 

6.  Provide  the  clerical  support  for  report  writing,    procedures 
manual  preparation,    in-lab  quality  control  program,    personnel 
evaluations  and  training. 


Training;    A  systematic  on-going  and  formalized  training  program 
should  be  developed  for  the  entire  staff.     Training  not  available  from 
within  the  department  is  available  from  outside  agencies  and  sources 
such  as  the  F.B.I.  ,   Department  of  Justice,    professional  organizations, 
and  many  private  agencies.     For  the  department  not  to  recognize  and 
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support  the  essential  role  of  training  would  tend  to  assure  that 
technical  services  remain  perpetually  obsolete.     Lack  of  training 
support  is  also  counter  productive  to  attracting  and  maintaining 
competent  professional  staff. 


Professional  Development:     The  department  should  also  actively 
support   and  encourage,  with  both  time  and  expenses,   the  partici- 
pation of  the  technical  staff  in  professional  organization  such  as 
California  Association  of  Criminalists,    American  Academy  of 
Forensic  Science  and  Association  of  Firearms  and  Tool  Mark 
Examiners  for  criminalist  and  other  appropriate  organizations  for 
the  Mobile  Unit  staff  and  polygraph  examiner.     Support  in  this  area 
will  be  productive  in  attracting  and  maintaining  competent  staff  and 
should  further  benefit  the  department  by  permitting  the  staff  to 
remain  abreast  of  current  advances  in  the  forensic  sciences. 


The  laboratory  director  should  conduct  periodic  formal  review  with 
each  criminalist  to  monitor  and  assess  each  individual's  progress 
towards  specific  objectives  set  for  advancement  and  to  identify 
training  needs.     Regular  periodic  staff  meetings  should  be  held  to 
disseminate  pertinent  information  to  the  staff  as  well  as  gather 
information  from  bench  personnel. 


Laboratory  Operations 

Technical  Capabilities:    With  the  possible  exception  of  controlled 
substances  and  firearms  examinations,    the  technical  capability  of 
the  laboratory  would  be  rated  very  low  when  compared  with  other 
crime  laboratories  of  similar  size  and  scope  of  operations. 


For  instance,    only  basic  ABO  blood  grouping  is  attempted  and  only 
from  blood  stains  and  not  from  other  physiological  fluids.     No  blood 
grouping  in  any  of  the  enzymatic  or  protein  systems  is  attempted. 
Seminal  stain  identification  consists  of  a  microscopic  search  for 
spermatozoa  only.     No  alternative  methods  are  attempted.     None 
of  the  more  sophisticated  microscopy  techniques  available  for  the 
examination  and  comparison  of  trace  evidence  such  as  hairs,   fibers, 
paint,    glass,    soil,    etc.,    are  attempted. 
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Instrumentation  and  Equipment:    What  limited  instrumentation  is 
available  such  as  the  emission  spectrograph,   X-ray  diffractometer, 
infrared  spectrophotometer,    and  gas  chromotagraphy  are  either  in 
need  of  repair  or  are  seldom  used.     Priority  should  be  given  to 
repairing  and  maintaining  existing  equipment  and  training  the  staff 
to  use  this  equipment  before  undertaking  the  acquisition  of  new 
equipment. 


Consideration  should  also  be  given  to  replacing  some  items  which  are 
obsolete  and  impractical  to  repair  such  as  the  Beckman  GC-2  gas 
chromatograph. 


New  equipment  which  can  be  recommended  only  if  trained  staff  are 
available  to  use  such  equipment  is: 

1.  Apparatus  and  equipment  for  advanced  blood  grouping  techniques. 

2.  Several  more  stereo  microscopes. 

3.  A  modern  polarizing  microscope  for  advanced  trace  analysis 
techniques. 

4.  A  modern  phase  contrast  microscope. 

5.  Several  inexpensive  student  microscopes  for  use  in  routine  drug 
analysis. 

6.  A  modern  gas  chromatograph  to  replace  the  Beckman  GC-2. 


Physical  Plant  and  Space:     The  net  floor  area  allocated  to  the  Crime 
Lab  and  Mobile  Unit  operations  is  detailed  in  Appendix  III.    The  Photo 
Lab  space  was  not  shown  or  detailed  because  it  appears  to  be  more 
than  adequate  for  photography  operations.     It  should  be  noted  that 
the  Photo  Lab  area  is  about  300  sq/ft  more  than  the  gross  3600  sq/ft 
occupied  by  the  Crime  Lab  on  the  fourth  floor.     Whereas,    current 
laboratory  space  is  insufficient  for  an  operation  of  the  size  recommended 
by  this  survey,  maximum  utilization  is  not  currently  being  made  of 
that  space  which  is  now  available.     There  appears  to  be  a  dispropor- 
tionate amount  of  space  devoted  to  storage  (Rms  4070,    4071,    4158,    4019, 
4160,    4061)  which  could  be  used  as  work  space.     Better  evidence  and 
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records  management  with  strict  purge  criteria  should  be  attempted 
before  looking  elsewhere  for  space. 


The  room  currently  used  as  a  conference  /lunch  room  ("Drafting", 
Rm  4073)  could  be  more  appropriately  used  for  work  space.     The 
room  could  be  effectively  used  for  the  clerical  and  lab  helper, 
which  would  remove  them  from  the  secure  area  where  they  can  more 
efficiently  carry  out  staff  support  functions.     The  room  currently 
used  for  clerical  ("Research  &  Report",   Rm  4068)  could  then  be 
used  as  criminalist  office/library  space,   thus  making  available  lab 
work  area  now  cluttered  with  individual  criminalist's  personal  desk 
and  files. 


More  alternatives  for  space  use  could  be  suggested;  however,   only 
the  staff  and  the  department  can  determine  which  alternatives  can  be 
practically  implemented. 


To  this  end,    the  lab  staff  should  make  a  detailed  study  of  space  to 
insure  that  all  available  space  is  being  effectively  utilized  and  that 
all  space  is  maintained  in  a  clean  and  orderly  manner.     Only  when 
this  has  been  accomplished,    can  the  acquisition  of  further  space  be 

justified. 


Comment 

A  review  of  the  physical  conditions  in  the  Criminalistics  Division 
and  examination  of  its  organization  and  management  control, 
indicates  that  there  is  need  to  immediately  upgrade  the  function. 
It  appears  that  all  facets  of  the  operation,    i.e.,   day-to-day  work 
processes,    personnel  procedures  and  training,    as  well  as  technical 
procedures, are  in  need  of  attention.     Written  policy  and  directives 
for  the  organization  must  be  prepared. 


Because  the  division  is  understaffed,    physical  evidence  at  crime 
scenes  is  not  being  adequately  gathered,    examined  and  prepared  for 

court  use. 
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High  cost  investigative  personnel,    such  as  inspectors,    assistant 
inspectors,    and  patrolmen  are  working  as  technicians.     It  is 
reiterated,     that  sworn  police  personnel  should  be  assigned  to 
police  work     for  which  they  were  hired. 


The  police  administration  should  give  immediate  priority  to 
bringing  the  Crime  Lab  up  to  standard  in  order  that  it  will  have  the 
capability  of  providing  satisfactory  qualitative  and  quantitative 
services.     Inability  of  the  department  to  obtain  all  evidence  at 
crime  scenes  and  prepare  for  court  use     is  probably  a  factor  in 
the  low  crime  clearance  rate. 


If  over  the  past  years,   the  department  had  had  an  effective  staff 
inspection  function,    and  if  the  Research  and  Development  Division 
were  carrying  out  their  responsibilities  as  an  administrative 
planning  and  development  arm,    these  situations  would  have  been 
identified  and  corrective  action  would  have  been  taken. 


Recommendations 

Review  and  upgrade  organization  and  management 
system  in  the  Criminalists  Division. 


Prepare  written  directives  setting  out  policy  and 
procedures. 


Initially,  train  and  assign  19  patrolmen  as  evidence 
technicians.  Adjust  number  assigned  as  experience 
dictates. 


Assign  five  marked  patrol  cars  to  the  evidence 
technicians  and  equip  each  car  with  equipment  and 
paraphernalia  necessary  in  the  gathering  of  physical 
evidence  at  crime  scenes. 
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Assign  evidence  technicians  on  all  watches,   by  area, 
not  by  district. 


Hire  two  additional  criminalists  for  Grime  Laboratory. 


Transfer  polygraph  operations  to  Investigations 
Division. 


Transfer  the  inspectors  and  assistant  inspectors,   now 
assigned  to  the  Crime  Lab,    to  the  Investigations  Bureau. 


Transfer  the  inspectors  and  the  assistant  inspectors, 
now  assigned  to  the  Photo  Lab,   to  the  Investigations 
Bureau. 


Transfer  the  patrolman,    now  assigned  to  the  Photo  Lab, 
to  regular  law  enforcement  duties. 


Staff  Photo  Lab  with  civilian  technicians. 


Hire  civilian  Photo  Lab  supervisor. 
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SECTION  VII 
ASSESSMENT  OF  CRIME 


ASSESSMENT  OF  CRIME  IN  SAN  FRANCISCO 

During  the  last  decade  the  dramatic  increase  of  crime  in  the  United 
States  and  in  other  parts  of  the  world  has  been  a  perplexing 
phenomenon  for  which  there  are  no  simple  answers.     The  large 
population  centers  have  experienced  the  major  impact.      Because 
crime  is  a  social  problem,    it  is  influenced  by  many  factors.      The 
Uniform  Crime  Reports,    issued  by  the  Federal  Bureau  of  Investiga- 
tion,   note  that  the  amount  and  kinds  of  crime  are  affected  by: 

-  Density  and  size  of  the  community  population  and  the 
metropolitan  area  of  which  it  is  a  part. 

-  Composition  of  the  population  with  reference  particularly 
to  age,    sex,    and  race. 

-  Economic  status  and  mores  of  the  population. 

-  Relative  stability  of  population,    including  commuters, 
seasonal,    and  other  transient  types. 

-  Climate,    including  seasonal  weather  conditions. 

-  Educational,    recreational,    and  religious  characteristics. 

-  Effective  strength  of  the  police  force. 

-  Standards  governing  appointments  to  the  police  force. 

-  Policies  of  the  prosecuting  officials  and  the  courts. 

-  Attitude  of  the  public  toward  law  and  enforcement  problems. 

-  The  administrative  and  investigative  efficiency  of  the  local 
law  enforcement  agency,  including  the  degree  of  adherence 
to  crime  reporting  standards. 


No  one  really  knows  how  many  crimes  are  actually  committed 
because  much  of  it  is  not  reported  to  the  police.     Rather  than 
attempt  to  measure  all  crime,    seven  major  offenses,    which  are 
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thought  to  be  most  consistently  reported,    have  been  selected  by  the 
FBI  as  an  index  to  measure  the  amount  of  crime  committed  in  a 
given  jurisdiction. 

The  seven  Crime  Index  offenses  are: 


1. 

Murder 

2. 

Forcible  Rape 

3. 

Robbery    • 

4. 

Aggravated  Assault 

5. 

Burglary 

6. 

Larceny 

7. 

Motor  Vehicle  Theft 

Measuring  only  a  portion  of  the  total  crime  can  provide  at  best  only 
a  rough  estimate  of  the  total  problem.     However,    repetitive  use  of 
the  formula  over  the  years  does  reflect  a  consistent  pattern  of 
comparable  variations. 


In  California,    the  Bureau  of  Criminal  Statistics,    California  Depart- 
merit  of  Justice,    compiles  and  publishes  information  on  crime.     In 
this  survey  report,    crime  data  is  taken  from  that  source. 


The  crime  rate  is  determined  by  calculating  the  number  of  Crime 
Index  offenses  per  100,  000  population. 


Of  the  seven  Index  Crimes,    murder,    robbery,    felony  assault  and  rape 
are  classified  as  crimes  against  persons;  while  burglary,    grand  theft 
and  vehicle  theft  are  classified  as  crimes  against  property.      The 
greater  part  of  crime  committed  is  against  property.     In  1976,    crimes 
against  persons  in  San  Francisco  accounted  for  19.6%,    while  ctimes 
against  property  amounted  to  80.4%.      Burglary  accounted  for  40%  of 
all  major  crimes  reported  to  the  police. 


Continuing  analysis  and  evaluation  of  crime,    arrest  and  crime  clear- 
ance statistics  will  assist  the  police  to  combat  crime  more  effectively. 
The  following  pages  contain  charts,    graphs  and  descriptions  of  crime 
and  arrest  data  felt  to  be  of  greatest  concern  to  the  department. 
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Major  Crime  Trends  in  San  Francisco 

In  San  Francisco,    for  the  years  19*70  through  1976,    the  seven  major 
crimes  followed  similar  patterns.     From  1970  through  1972  there 
was  a  general  decline,    followed  with  a  leveling  off  until  1974  when 
there  was  a  general  acceleration,    except  for  Homicide  which 
declined  slightly.     The  chart  below  and  graphs  on  Pages  7-4    and 
7-5  show  details. 


SAN  FRANCISCO  POLICE  DEPARTMENT 

Major  Crimes  Reported,    1970  -  1976 
(Seven  Major  Offenses) 


1970 


1971 


1972 


1973 


1974 


1975 


1976 


Willful  Homicide 

109 

102 

81 

107 

139 

138 

130 

Forcible  Rape 

572 

512 

505 

540 

434 

547 

619 

Robbery 

588 

6,584 

4,573 

4,817   , 

4,436 

5,687 

6,628 

Aggravated  Assault 

3,020 

3;  101 

2,665 

2,650 

2,684 

2,765 

3,379 

Burglary- 

18,841 

18,264 

14,519 

15,366 

14,125 

17,505 

21,992 

Theft  ($200  and  over)* 

5,  003 

6,202 

5,058 

5,586 

6,503 

8,913 

11,701 

Motor  Vehicle  Theft 

14,193 

12,845 

11,076 

9,339 

8,449 

8,606 

10,186 

Total  - 


47, 619 


47,610  38,477  38,405  36.770  44,161 


54,635 


*Thefts  over  $200  compiled  from  "Cable"  Monthly  Reports 
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SAN  FRANCISCO  POLICE  DEPARTMENT 

Trends  of  the  Crimes  of  Homicide  and  Rape 
Reported  to  the  Police  for  the  Years  1970  through  1976 


700 
600 
500 

400 
300 
200 
100 


0 


Rape 

Homi 

cide 

1970   1971   1972   1973   1974   1975    1976 
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SAN  FRANCISCO  POLICE  DEPARTMENT 

Trends  of  Five  Major  Crimes  Reported  to  the  Police 
for  Years  1970  through  1976 
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Crime  Rate 


In  order  to  get  a  true  perspective  of  the  crime  problem,    it  is  necessary 
to  be  aware  of  the  number  of  crimes  that  occur  in  comparison  to  the 
number  of  people  living  in  the  community.      This  is  measured  by 
determining  the  number  of  crimes  per  100,  000  population.     Crime 
rates  differ  widely  in  different  communities.      There  are  many  reasons 
given  to  account  for  these  differences,    but  the  essence  of  the  matter 
is  determined  by  the  number  of  people  in  the  community  who  have  a 
propensity  to  commit  crime--and  do  commit  crime. 


San  Francisco  Versus  State  of  California  -   Ten    Year  Interval 

A  comparison  is  made  of  the  crime  rate  in  San  Francisco  with  the 
rate  for  the  total  State  of  California  for  the  years  1966  and  1976,    a 
ten  year  interval.     As  the  chart  on  Page  7-7   reflects,    the  rate  of  crime 
per  100,  000  population  in  San  Francisco  is  much  higher  than  that  of 
the  State  of  California.      This  is  to  be  expected,    because  the  state 
figures  include  crimes  from  rural  and  suburban  areas  which  usually 
reflect  a  lower  rate.      The  mdin  factor  to  be  examined  though,    is  the 
comparison  of  the  rates  and  percents  of  increase  per  hundred 
thousand  population  in  1966  versus  1976. 


Crime  throughout  the  state,    as  well  as  San  Francisco,    has  experienced 
great  increases.     San  Francisco  showed  increases  in  all  the  major 
felonies  except  Motor  Vehicle  Theft.      The  greatest  was  that  shown  for 
Forcible  Rape  in  San  Francisco  which  jumped  from  89  in  1966  to  619 
in  1976,    an  increase  of  675.7%,    while  the  increase  for  the  state  was 
111.1%.      The  overall  increase  for  major  crime  in  San  Francisco  was 
150.9%,    while  the  state  registered  95.8%. 


Comparison  of  Crime  Rate  in  Seven  Major  Cities,    1976 

The  chart  on  Page  7-8  shows  the  rate  of  major  crime  per  100,  000 
population  in  1976  for  the  seven  largest  cities  in  the  state.     It  is  noted 
that  crime  in  San  Francisco  is  almost  double  that  of  the  state,    followed 
closely  by  Oakland.     It  is  more  than  double  that  of  San  Diego  and 
San  Jose. 
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The  rate  of  crime  in  a  given  city  bears  heavily  on  the  number  of 
police  personnel  required  to  effectively  police  the  city.      The  chart 
on  Page  7-10  shows  the  number  of  police  in  each  of  the  seven  major 
cities.     It  is  noted  that  the  number  of  officers  in  each  city  compares 
generally  with  the  rate  of  crime.     In  some  cities,    because  of  the 
composition  of  the  population,    the  crime  rate  remains  consistently 
low,    such  as  we  see  in  San  Diego  and  San  Jose.     Conversely,    in 
other  cities  it  remains  consistently  high,    such  as  San  Francisco  and 
Oakland.     These  are  factors  over  which  the  police  have  little  control. 


Geographical  Areas  Where  Crime  Occurs 

The  occurrence  of  crime  is  not  spread  evenly  throughout 

San  Francisco.     In  examining  the  geographical  areas  of  greatest 

frequency  of  crime  occurrence,    it  appears  that  the  area  north  of 

Duboce    Avenue  and  east  of  Lyon  Street,    comprising  about 

seven  and  one-half  square  miles  (16%),    has  about  50%  of  all  crime 

in  San  Francisco;  while  the  western  part  of  the  city,    west  of  Lyon  Street, 

comprising  about  nineteen  square  miles  (41%),    has  about  17%  of  the 

crime.      The  south  area  east  of  Portola  Drive,    with  almost  twenty 

square  miles  (43%),    has  about  32%  of  the  crime  activity. 


On  the  basis  of  geographic  areas  the  problems  of  crime  are  different. 
While  the  northeast  part  of  the  city  has  a  heavy  crime  problem,    the 
western  part  is  comparatively  light  and  the  southeastern  part  is 
moderately  heavy. 


Inasmuch  as  it  affects  manpower  allocation,    the  character  of  crime 
and  the  area  in  which  it  occurs  need  intensive  study.     For  example, 
the  department  should  gather  data  and  study  the  factors  of  home 
addresses  of  arrested  persons  and  victims.     The  questions  asked  are: 
What  percent  of  all  persons  arrested  in  San  Francisco  lived  outside 
San  Francisco?     How  many  lived  outside  the  state?     Was  it  5%?  10%? 
What  percent  of  crime  in  the  northeast  section  of  the  city  was  committed 
by  persons  living  outside  San  Francisco,    compared  to  crime  committed 
in  the  west  and  south  by  persons  living  outside  San  Francisco?     There 
is  probably  a  correlation  between  the  number  of  persons  arrested, 
living  in  and  outside  San  Francisco. 


There  are  a  number  of  studies  which  may  reflect  new  dimensions 
that  may  be  relevant  in  addressing  the  crime  problem. 
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Police  Personnel  per  1,  000  Population 

in  Seven  Major  California  Cities 

1976 


City 


Population 


Number 
Police 
Employees 


Police  Employees 
per  1,  000 
Population 


Los  Angeles 
San  Diego 


2,739,100 


773,400 


10,345 


1,240 


3.77 


1.60 


San  Francisco  666,100 


2,380 


3.57 


San  Jose 


Long  Beach 


557,700 
340,  900 


972 


984 


1.74 


2.88 


Oakland 


Sacramento 


333,100 
260,700 


956 


526 


2.87 


2.  01 


7-10 


Crime  Clearances 


Crime  clearance  rates  are  ideally  an  indicator  of  police  proficiency. 
Clearance  rates  account  for  the  numbers  of  offenses  reported  versus 
the  number  cleared  by  arrest.     Crimes  may  be  counted  as  cleared  by 
the  police  if  the  known  offender  has  been  arrested,    and  in  certain 
cases  if  the  offender  is  known  but  no  arrest  is  made  due  to  death, 
another  agency's  prosecution,    or  a  victim's  refusal  to  prosecute. 


The  criteria  used  for  crime  clearance  is  not  followed  uniformly  by 
all  agencies,    and  agencies  differ  in  thoroughness  in  crime  reporting. 
These  factors  make  valid  comparisons  of  clearance  rates  difficult. 
However,    the  reporting  of  the  seven  major  offenses  is  felt  to  be  fairly 
consistent  throughout  the  state.     The  charts  reflect  that  the  San 
Francisco  Police  Department  clearance  rates  for  the  major  offenses 
are  below  clearances  for  the  State  of  California  and  the  cities. 


On  the  following  pages  are  six  charts*  comparing  the  major  crime 
clearance  rates  of  the  State  of  California  and  the  seven  major  cities 
in  the  state. 


'Information  on  clearances  for  theft  are  not  available, 
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Comment 

As  shown  by  the  chart  on  Page  7-8,    San  Francisco  has  the  highest 
incidence  of  crime  of  any  major  city  in  the  state.     For  the  year  1976, 
there  was  an  exceptionally  low  clearance  of  major  crimes  in 
San  Francisco,    particularly  for  burglary  and  vehicle  theft.     It 
appears  that  there  may  be  a  combination  of  factors  that  contribute 
to  the  low  clearances.      The  administration  should  review  all  facets 
of  the  field  operations  that  affect  the  capability  of  the  department  to 
respond  to  the  problem.     In  this  connection: 

1.  Utilize  more  effectively  the  personnel  now  assigned  to  the  Patrol 
Division.     One  step  will  be  to  complete  and  implement  the 
workload  study  recommended  by  POST  consultants.     See  Page  2-38. 

2.  Provide  necessary  supervisory  field  officers  in  Patrol  and  require 
greater  supervisory  accountability.     See  Page  4-36. 

3.  Require  more  aggressive  patrol  action  and  greater  utilization  of 
the  Field  Interrogation  Form.     See  Page  4-108 

4.  Establish  a  Crime  Analysis  Center  geared  to  provide  up-to-the- 
minute  information  on  the  occurrence  of  crime.     See  Page  3-57. 

5.  Establish  an  Evidence  Technician  staff  to  gather  and  preserve 
physical  evidence  at  crime  scenes.     See  Page   6-55 

6.  Reorganize  and  consolidate  the  Crimes  Specific  field  force  to 

more  effectively  "zero  in"  on  street  crime  problems.     See  Page  4-71. 

7.  In  the  Investigation  Division  increase  the  number  of  investigators, 
particularly  for  burglary  and  other  crimes  against  property. 
There  are  not  enough  investigators  to  take  care  of  the  workload. 

It  was  noted  on  Page  6-3   that  of  all  the  burglaries  that  came  to  the 
burglary  detail,    only  42.3%  were  assigned  for  follow-up 
investigation;    although  there  were  21,  992*  burglaries  reported, 
only  1,  782  were  cleared.      The  whole  investigation  process  needs 
immediate  and  in-depth  study  and  corrective  measures  to  improve 
its  performance. 


The  department  should  make  a  concerted  effort  to  utilize  every 
technique  and  procedure  that  will  aid  in  controlling  crime. 


*The  figures  shown  were  provided  by  the  Department  of  Justice,    Bureau 
of  Criminal  Statistics,    as  received  from  the  San  Francisco  Police  Department. 
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SECTION  VIII 
RECORDS 


RECORDS 


The  Records  Division  of  the  San  Francisco  Police  Department  is 
located  on  the  fourth  floor  of  the  Hall  of  Justice.     The  three  sections 
of  the  division  (Files,   Identification  and  Warrants)  occupy  two 
adjacent  office  spaces  at  the  extreme  west  end  of  the  floor.     The 
main  records  area,    shared  by  the  Files  and  Identification  Sections, 
contains  approximately  11,  000  square  feet  of  working  space.     The 
adjoining  office  area  utilized  by  the  Warrants  Section  has  approx- 
imately 4,  000  square  feet  of  usable  space. 


Public  access  to  the  division  is  via  elevator  from  the  main  floor. 
The  Files  and  Identifications  Sections  share  a  common  lobby 
equipped  with  counters  and  security  glass  for  public  transactions. 
The  Warrant  Section  has  windows  that  open  directly  on  the  hallway. 


Although  sharing  a  common  room,    the  Files  and  Identification 
Sections  each  occupy  approximately  one -half  the  working  space  and 
counter  area.     The  Files  Section  is  located  in  the  southern  portion 
of  the  room  and  the  Identification  Section  in  the  northern  half.     File 
cabinets  are  arranged  in  a  fashion  to  provide  a  demarcation  line 
between  the  two  sections.     The  Warrant  Section  is  located  in  an 
adjacent  room  accessed  by  a  door  from  the  Identification  Section  or 
by  direct  entry  from  the  hallway. 


Several  filing  devices,    including  electro-mechanical  rotating  files, 
are  used  to  store  the  various  records  of  the  Division.     Four  SCM 
copying  machines  are  located  in  the  Files  and  Identification  area  for 
reproduction  of  reports  purchased  by  the  public. 
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San  Francisco  Police  Department 
RECORDS  DIVISION 

Functional  Organization  Chart 
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Files  Section 


Staffing 

The  File  Section  of  the  Records  Division  is  staffed  by  a  total  of 
65  personnel.     The  number  of  employees  by  class  is  as  follows: 


Lieutenant 
Sergeant 
Patrol  Officer 
Nonsworn  Employees 


1 

4 

7 

53 


Shift  assignments  are  primarily  on  the  basis  of  three  shifts  per 
24-hour  period.     These  shifts  are  12  midnight  to  8  a.m.,    8  a.m.    to 
4  p.m.    and  4  p.m.   to  12  midnight.     The  actual  assignment  of 
individual  working  hours  may  vary  from  these  shift  hours  to 
accommodate  overlapping  of  shifts,    lunch  breaks,    etc. 


The  assignment  of  personnel  to  the  three  shifts  is  as  foil 


ows: 


12  midnight  to  8  a.m.    -  total  13  personnel 

Sergeant  (supervisor)  1 

Patrol  Officer  (report  review)  2 

Autostatis  Clerk  1 

Autostatis  Clerk  -  CETA  2 

Incident  Case  Sub-System  Clerk  5 
Incident  Case  Sub-System  Clerk  (CETA)        2 

8  a.  m.    to  4  p.  m.    -  total  30  personnel 

Lieutenant  (command)  1 

Sergeant  (supervisor)  1 

Patrol  Officer  (report  review)  2 

Autostatis  Clerk  3 

Incident  Case  Sub-System  Clerk  9 

Front  Counter  Clerk  3 

Front  Counter  Clerk-CETA  1 

Scanner  Clerk  1 

Scanner  Clerk-CETA  1 
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Statistics  Clerk  * 

Statistics  Clerk-CETA  2 

Utility  Clerk-CETA  2 

Utility  Clerk-Temporary  1 

Cadet-Half  Time  2 

4  p.m.   to  12  midnight  -  total  22  personnel 

Sergeant  (supervisor)  1 

Sergeant  (relief  supervisor)  1 

Patrol  Officer  (report  review)  3 

Autostatis  Clerk  2 

Autostatis  Clerk-CETA  1 

Incident  Case  Sub-System  Clerk  11 

Front  Counter  and  Filing  Clerk  1 

Utility  Clerk-Temporary  1 

Cadet-Half  Time  1 


Days  off  of  all  section  personnel  are  staggered  to  provide  seven  day 
a  week  coverage.     In  addition,   the  8  a.  m.    to  4  p.m.    sergeant 
coordinates  his  days  off  with  the  I.   D.   Section  sergeant  to  ensure 
a  sergeant  supervisor  is  on  duty  in  the  Records  Division  each 

weekend. 


Evaluation  of  Staffing 

The  staffing  level  currently  being  maintained  appears  adequate  for 
the  volume  of  work  being  performed.     Observations  were  made, 
however,   that  indicate  better  use  could  be  made  of  personnel 
resources. 


One  area  of  concern  is  the  percentage  of  CETA  clerical  personnel 
(21%)  compared  to  regular  clerical  staff.     Because  of  the  minimum 
staffing  levels  which  are  being  maintained  in  the  Files  Section  and 
other  units  of  the  department,    too  great  a  reliance  on  federally- 
funded  positions  could  evolve  into  a  crisis  situation  should  these 
positions  be  terminated.     For  this  reason  it  is  suggested  that  a 
determination  be  made  of  the  minimum  staff  needed  to  complete  the 
daily  work  and  that  CETA  positions  that  are  included  in  this  number 
be  converted  to  regular  positions. 
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A  second  problem  area  relates  to  the  cross  training  of  personnel. 
One  or  two  positions  in  the  Files  Section  are  so  critical  that  the 
absence  of  one  clerk  can  almost  render  the  process  inoperable. 
This  situation  should  be  addressed  at  the  earliest  time  by  a  more 
equitable  division  of  work  and  the  continual  cross  training  of  staff 
to  reduce  reliance  on  any  one  person. 


Recommendations 

Initiate  conversion  of  CETA-funded  clerical  positions 

to  permanent  status  where  justification  can  be  established. 


Initiate  a  cross -training  program  to  ensure  maximum 
supervisory  flexibility  in  making  job  assignments. 


Reporting  System 

The  initial  activity  of  any  law  enforcement  records  system  is 
reporting  of  the  event  by  an  individual  (citizen,    police  officer,    etc.). 
This  action  opens  the  record-keeping  process  which  continues  until 
ultimate  destruction  of  the  record  when  it  is  no  longer  needed. 


The  Communications  Division  of  the  Support  Services  Bureau  is  the 
primary    records  initiating  unit  in  the  San  Francisco  Police 
Department.     Calls  for  service  and  officer -initiated  activities  are 
recorded  at  this  location  by  use  of  the  dispatch  card.     An  exception 
to  this  process  would  be  counter  reports  that  are  received  by  the 
district  stations. 


Most  reports  generated  as  a  result  of  the  field  officer's  activity  are 
handwritten  and  processed  through  the  relatively  new  computerized 
Incident  Case  Sub-System  (ICSS).     An  exception  to  this  is  the 
processing  of  stolen  and/or  recovered  auto  reports  which  still  use 
the  old  manual  SFPD  incident  report  system.     This  system  requires 
the  field  officer  to  telephone  the  information  to  the  autostatis  desk 
of  the  Files  Section.     The  clerk  then  types  the  information  on  the 
old  SFPD  incident  report  which  is  routed  to  file  without  review. 
This  older  manual  system  is  also  used  to  file  arrest  reports  from 
outside  agencies   such  as  BART,    Municipal  Railway  police,    etc. 
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Traffic  accident  reports,  while  handwritten  in  the  field,    are  also  not 
a  part  of  the  ICSS  program.     These  cases  are  normally  assigned  to 
Traffic  Division  personnel  who  handle  the  incident  and  process  the 
resulting  reports.     This  includes  the  issuance  of  a  unique  traffic 
accident  report  number. 


Evaluation  of  the  Reporting  System 

The  reporting  system  now  in  use  appears  to  be  workable  and  relatively 
simple,    two  important  requisites  of  a  good  system.     The  system 
provides  for  the  accurate  recording  of  calls  for  service  and  officer- 
initiated  activity  by  communications  personnel  and  the  timely 
preparation  of  handwritten  reports  by  field  personnel. 


In  the  transitioning  from  the  old  SFPD  incident  reporting  system  to 
the  new  ICSS  program,    a  weakness  in  the  report  review  process  was 
noted  in  that  autostatis  reports  go  to  file  without  the  reporting  officer 
or  the  supervisor  ever  seeing  it.     This  occurs  when  a  stolen  and/ or 
recovered  auto  report  is  prepared. 


To  alleviate  this  problem  until  such  time  as  the  old  SFPD  incident 
reporting  system  is  completely  phased  out,    it  is  suggested  that  the 
stolen  and/ or  recovered  information  continue  to  be  telephoned  in 
for  entry  into  the  autostatis  system,    but  that  the  report  be  hand- 
written by  the  officer  in  the  field.     This  would  allow  proper  review 
and  correction,    if  necessary,    at  the  field  level  while  relieving  the 
clerk  from  the  typing  function. 


Recommendations 

Require  that  field  officers  handwrite  stolen  and/ or 
recovered  vehicle  reports. 


Integrate  these  stolen  and/or  recovered  vehicle 
reports  into  the  regular  field  review  process. 
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Report  Numbering  Systems 

Incident  Case  Sub-System  -  The  primary  numbering  system  utilized 
by  the  San  Francisco  Police  Department  is  the  Incident  Case  Sub- 
System,   more  commonly  known  as  IGSS.     This  system  was  created 
to  accommodate  the  computerized  record  program  that  was  initiated 
several  years  ago. 


The  ICSS  numbers  are  issued  by  the  computer  upon  the  request  of  an 
authorized  name  and  star  (officer  ID)  number.     This  number  is 
usually  obtained  by  the  field  officer  at  the  district  office  where  a 
computer  terminal  is  located.     The  issued  number  is  added  to  the 
handwritten  incident  case  report  prior  to  submission. 


The  ICSS  number  is  a  nine -digit  number.     The  first  two  numbers  are 
the  last  two  digits  of  the  current  year.     The  third  number  is  coded 
3  to  indicate  an  incident  case  while  the  remaining  six  numbers  are 
used  to  consecutively  number  reports,    beginning  at  000  001     each 
January  1.     The  addition  of  the  letter  A,    B,    C,    etc.    after  the 
report  number  identifies  the  supplementary  reports  prepared  under 
the  same  ICSS  number.     Thus  the  first  supplementary  report  would 
have  an  A  after  the  ICSS  number,    the  second  supplementary  a  B,    etc. 


Autostatis  Numbering  System  -  What  is  now  called  the  autostatis 
report  system  was  formerly  the  old  San  Francisco  Police  Department 
manual  reporting  system.     This  system  is  still  operated  manually 
and  is  used  primarily  to  issue  report  numbers  to  persons  not 
authorized  to  use  the  ICSS  system.     This  group  includes  Traffic 
Bureau  personnel  (for  numbering  occasional  nontraffic  reports), 
Municipal  police,    BART  police,    etc.     It  is  also  used  for  stolen 
and/or  recovered  vehicle  reports. 


The  autostatis  number  is  issued  manually  by  the  reporting  person 
telephoning  the  autostatis  clerk  in  the  Files  Section  of  the  Records 
Division.     The  clerk  maintains  a  master  number  control  log  at  the 
autostatis  desk  to  record  the  issuance  of  numbers. 
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The  autostatis  number  has  eight  digits.     It  consists  of  the  last  two 
digits  of  the  current  year,   followed  by  a  consecutive  number  begin- 
ning at  000  001  each  January  1.     There  are  no  additional  letters  or 
numbers  to  identify  subsequent  follow-up  reports  using  the  same 
autostatis  number. 


Traffic  Accident  Report  Numbering  System  -  This  manual  system  is 
used  primarily  by  the  Traffic  Division  to  number  accident  reports. 
The  issuance  of  numbers  and  the  processing  of  the  resultant  reports 
is  accomplished  in  the  Traffic  Division  by  Traffic  Division  personnel. 
The  reports  are  only  sent  to  the  Files  Section  of  the  Records 
Division  for  storage. 


The  traffic  accident  report  number  is  also  an  eight  digit  number. 
The  first  two  numbers  reflect  the  last  two  digits  of  the  current 
year.     The  third  number  is  coded     5      to  indicate  a  traffic  accident 
report.     The  remaining  numbers  indicate  the  consecutive  report 
number  for  the  current  year,    beginning  at  00001  each  January  1. 
There  are  no  additional  letters  or  numbers  to  identify  follow-up 
reports. 


Arrest  Card  Numbering  System  -  Two  unique  numbers  are  issued 
manually  to  arrest  cards.     One  is  the  control  number  which  is 
issued  by  the  district  station  where  the  arrest  originates  and  the 
other  is  the  docket  number  which  is  issued  by  the  jail  at  time  of 
booking.     Both  numbers  are  affixed  to  each  arrest  card. 


The  control  number  is  a  consecutive  number  starting  at  1  each 
January  1.     This  number  is  preceeded  by  the  district  identifier 
which  is  a  letter.     A  sample  control  number  might  be  A  (District 
Station)  261  (denoting  the  two  hundred  and  sixty-first  arrest  in  the 
year  addressed).     One  control  number  is  issued  for  each  arrest. 


A  docket  number,    on  the  other  hand,    is  issued  for  each  charge 
placed  against  a  person  at  the  time  of  booking.     The  consecutive 
number  assigned  is  preceeded  by  a  year  identifier,   which  is  a 
letter.     Thus  the  letter  P  could  identify  the  year  and  29518  the 
consecutive  charge  number  issued  for  the  year  beginning  January  1. 
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Evaluation  of  the  Report  Numbering  Systems 

The  primary  numbering  system  now  used  by  San  Francisco  Police 
Department  is  the  ICSS  number.     The  issuance  and  control  of  these 
numbers  is  being  satisfactorily  addressed  and  no  major  problems 
were  identified. 


The  autostatis  system,   on  the  other  hand,   appears  to  be  cumbersome 
and  unnecessary  because  of  the  ICSS  program.     While  it  is  recog- 
nized that  accommodation  must  be  made  for  the  present  users  of 
this  system,    no  practical  case  could  be  made  for  the  retention  of 
this  parallel  numbering  system.     It  is  suggested  that  users  of  this 
system  be  integrated  into  the  ICSS  program  as  early  as  possible. 


The  unique  traffic  accident  numbering  system  should  be  retained 
with  a  minor  modification.     The  eight-number  system  should  be 
expanded  to  nine  numbers  to  facilitate  entry  into  the  computer 
system  at  a  later  date. 


The  two  arrest  card  numbering  systems  appear  to  be  redundant  and 
result  in  separate  filing  of  duplicate  records.     It  is  suggested  that 
the  control  numbering  system  be  discontinued  and  copies  which  are 
to  be  retained  are  filed  by  docket  number,   which  is  issued  by  the 
sheriff's  department  at  time  of  booking. 


R  ecommendations 

Modify  the  traffic  accident  report  number  to 
facilitate  inclusion  in  the  computer  records  program. 


Discontinue  the  use  of  arrest  card  control  numbers 
and  file  all  copies  by  docket  number. 
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Primary  Files 

The  Files  Section  records  system  consists  of  two  primary  files;  the 
Incident  Case  Sub-System     (ICSS)    and  the  autostatis  system  (the ^ 
old  SFPD  manual  case  reporting  system).     Access  to  these  files  is 
gained  through  the  use  of  two  separate  indices. 


The  ICSS  program  is  essentially  the  hew  San  Francisco  Police 
Department  computerized  case  reporting  system.     Upon  completion 
of  the  handwritten  report  in  the  field,    the  assigned  officer  requests 
a  number  from  the  computer,    and  then  submits  the  incident  case  to 
his  supervisor  for  review  and  initialing.     A  copy  is  made  of  the 
report  and  retained  at  the  district  station  while  the  original  is 
forwarded  to  the  Files  Section  of  the  Records  Division.     These 
completed  reports  are  delivered  to  the  Files  Section  several  times 
each  day. 


At  the  time  of  delivery  the  incident  cases  are  time  stamped  and 
placed  in  an  in-basket  at  the  front  counter.     The  reports  are  then 
routed  to  the  report  review  and  assignment  desk  where  the  assigned 
officer  reviews  the  report,    classifies  and  assigns  it  to  the  proper 
detail  for  follow-up,    routes  copies  to  appropriate  units  and  deter- 
mines the  priority  for  handling  by  the  ICSS  clerks.     The  assignment 
and  routing  task  is  not  actually  performed  by  this  officer,    but  rather 
is  accomplished  by  the  assignment  of  computer  codes  which  auto- 
matically assigns  and  route  copies  at  the  time  of  entry.     The 
priority  assignment  task  is  manually  handled  by  placing  the  report 
in  one  of  three  envelopes  on  a  centrally-located  desk  for  pickup  by 
one  of  the  ICSS  clerks.     The  envelopes  are  labeled  as  follows: 

Priority  I  Arrests,    citations  and  major  incidents 

Priority  II  Serious  felonies 

Priority  III  Routine  reports 


A  priority  IV  is  also  maintained  at  a  nearby  in-box.     This  contains 
reports  classified  as  mail-ins.     These  consist  of  fill-in  reports 
furnished  by  communications  to  citizens  via  mail,    in   cases  where 
an  officer  is  not  dispatched.     The  citizen  records  the  essential  data 
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on  the  provided  form  and  mails  it  back  to  the  Files  Section.     This 
process  is  used  in  those  cases  where  the  reporting  party  has  no 
need  for  an  officer  and  desires  only  to  have  the  information  relating 
to  the  incident  on  file. 


The  ICSS  clerks  are  seated  at  desks  near  the  report  review  and 
assignment  officer.     The  desks  are  equipped  with  a  cathode  ray 
tube  (CRT)  and  computer  terminal  keyboard.     After  obtaining  the 
original  handwritten  incident  case  from  the  priority  envelopes 
(priority  I  to  be  worked  first,    priority  II    second,    etc.)  the  ICSS 
clerk,   utilizing  a  prepared  format  which  is  displayed  on  the  CRT, 
enters  all  the  data,    including  the  narrative,    into  the  computer. 
Upon  completion  of  this  task  the  handwritten  report  is  routed  to 
files  which  are  maintained  in  the  Files  Section. 


The  autostatis  system,  also  described  as  the  old  San  Francisco 
incident  report  system,  is  not  computerized  and  all  data  entry  is 
manually  accomplished.  This  system  is  used  to  record  incidents 
of  stolen  and  recovered  autos,  as  well  as  to  provide  a  numbering 
system  for  arrests  effected  by  outside  agencies  not  authorized  to 
utilize  the  ICSS  program.  This  includes  Municipal  Railway  police, 
BART  police,    etc. 


The  autostatis  clerk's  desk  is  located  adjacent  to  the  ICSS  location. 
All  information  relating  to  stolen  and/ or  recovered  vehicles  is 
obtained  directly  from  the  field  officer  by  telephone.     The  autostatis 
clerk  handwrites  the  required  data  on  a  5x8  form,    then  issues  the 
reporting  officer  an  autostatis  file  number  from  the  master  log 
retained  at  her  desk.     The  clerk  enters  the  data  in  the  state  auto- 
mated vehicle  system  using  the  computer  terminal  which  is  located 
at  the  desk. 


The  old  San  Francisco  Police  Department  multi-copy  incident  report 
form  is  typed  by  the  autostatis  clerk  using  the  information  from  the 
5x8  form.     When  completed,    two  copies  of  this  report  are  routed  to 
the  auto  detail,    one  copy  is  routed  to  the  district  station  where  the 
offense  was  reported  and  the  original  is  indexed  and  routed  to  file. 
These  reports  are  not  reviewed  before  distribution  and  filing. 
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Arrests  generated  by  outside  agencies  also  use  this  old  SFPD  incident 
report  form.     These  reports  are  sent  directly  to  the  File  Section 
where  they  are  numbered  and  indexed  by  the  autostatis  clerk  before 
filing. 


Autostatis  clerks,    in  addition  to  the  duties  described  above,   are  also 
responsible  for  the  entry  of  stolen  and/or  recovered  property  into 
the  state  property  system.     At  the  time  the  ICSS  report  is  reviewed 
and  assigned,    property  which  is  amenable  to  inclusion  in  the  state 
system  is  circled  in  red.     ICSS  reports  so  circled  are  then  routed  to 
the  autostatis  clerk  who  enters  the  property  into  the  state  system. 
After  entry,    the  reports  are  rerouted  to  an  ICSS  data  entry  clerk  to 
complete  the  processing. 


Evaluation  of  the  Primary  File  System 

The  Incident  Case  Sub-System  (ICSS)  should  be  retained  as  the  primary 
incident  record  file.     The  method  of  processing  these  reports  should 
also  be  continued  in  that  all  desired  tasks  are  currently  being  addressed. 
These  tasks  include  preparation,  review,    classification,    timely  entry, 
and  complete  indexing. 


Some  thought  should  be  given,   however,    to  the  physical  arrangement 
of  the  ICSS  work  area.     The  placement  of  desks  and  the  distractions 
from  surrounding  work  areas  have  a  tendency  to  reduce  the  efficiency 
of  this  key  function.     It  is  suggested  that  a  work  flow  study  be  initiated 
which  would  result  in  a  better  placement  of  personnel  and  equipment. 


The  autostatis  system,    as  mentioned  earlier  in  this  report,    should 
be  phased  out  in  favor  of  the  ICSS  program.     The  maintenance  of  a 
second  incident  reporting  system  cannot  be  justified,    particularly 
when  it  is  a  manual  operation. 


Recommendations 

Develop  a  physical  arrangement  for  the  ICSS  program 
which  is  more  compatible  with  work  flow. 
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Recommendations  (continued) 

Integrate  the  autostatis  incident  reporting  system 
with  the  ICSS  program. 


Secondary  Files 

Secondary  files  are  the  remainder  of  the  files  maintained  by  Files 
Section.     These  files  include: 

-  Traffic  accident  report  files 

-  Arrest  card  files 

-  Traffic  citation  files 

-  Misdemeanor  citation  files 


Traffic  accident  reports  originate  and  are  processed  by  the  Traffic 
Division.    This  processing  includes  the  issuance  of  a  unique  number, 
the  extraction  of  traffic  analysis  information,    the  routing  of  appro- 
priate copies  and  the  forwarding  of  the  reports  to  key  punch  for 
tabulation.     The  reports  are  then  routed  to  the  Files  Section  of  the 
Records  Division,   usually  two  or  three  days  after  their  original 
submission. 


Upon  receipt  by  Files  Section  personnel,    the  traffic  accident  reports 
are  indexed  and  filed  numerically,    25  reports  to  a  folder.     It  should 
be  noted  that  these  reports  generally  consist  only  of  the  original 
report  and  subsequent  supplements,    and  the  alcohol  evaluation  report. 
Other  related  reports,    such  as  tow  records,    statements,    etc.  ,   are 
retained  in  the  Traffic  Division. 


Copies  of  accident  reports,    excluding  the  alcohol  evaluation  report, 
may  be  purchased  by  principles  involved  in  the  accident.     These 
reports  are  removed  from  the  file,    the  appropriate  copies  made,    and 
the  original  refiled  by  the  evening  shift. 
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Arrest  cards  are  prepared  in  the  jail  at  the  time  of  prisoner  booking. 
This  multicopy  card  is  routed  as  follows: 

-  Original  hard  copy  -  retained  at  jail  while  subject  in  custody. 

-  Inmate  copy  -  lists  property  and  is  given  to  inmate. 
_  ID  copy  -  forwarded  to  Identification  Section. 

-  Property  copy  -  to  property  clerk  with  inmate's  property. 

-  Statistical  copy  -  to  Files  Section  for  statistics. 

-  Court  copy  -  to  court. 

-  Station  copy  -  to  station. 


Upon  release  from  custody  the  original  hard  copy  is  routed  to  the 
Files  Section  for  storage.     This  card  is  then  filed  by  the  docket 
number  which  was  issued  by  the  jail  at  time  of  booking.     The  statis- 
tical copy  is  filed  by  date. 


Traffic  citations  from  both  the  district  stations  and  the  Traffic 
Division  are  forwarded  to  the  Files  Section  each  morning,   Monday 
through  Saturday.     Normally  two  copies  of  valid  citations  and  three 
copies  of  voided  citations  and  booking  citations  are  received. 


Traffic  citations  are  always  accompanied  by  officer  control  sheets 
which  provide  a  summary  list  of  citation  numbers  issued  by  each 
officer  during  his  or  her  shift.     This  provides  a  cross  check  to  ensure 
the  number  sequence  is  maintained  and  all  citations  have  been 
accounted  for.     The  integrity  of  the  number  sequence  is  further 
checked  by  the  court  who  notifies  the  department  when  a  number  has 
not  been  properly  accounted  for. 


Traffic  citations  are  processed  in  three  distinct  groups.     These 
groups  are  the  (1)  district  stations,    (2)  Traffic  Division  parking 
violations,    and  (3)  Traffic  Division  moving  violations.     This  proceS' 
sing  includes  the  preparation  of  traffic  recap  sheet  which  records 
totals  by  type  of  citation  and  group. 


Upon  completion  of  processing  which  includes  routing  to  data 
processing  for  accounting,    the  original  adult  traffic  citations  are 
forwarded  to  the  Traffic  Fines  Bureau.     The  original  juvenile 
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traffic  citations  are  forwarded  three  times  each  week  to  the  Youth 
Guidance  Center.     Original  adult  booking  citations  are  sent  directly 
to  the  district  attorney.     The  traffic  citation  copies  and  the  officer 
control  sheet  copies  are  filed  either  by  date  or  officer  identification 
(star)  number  depending  on  the  group,    in  the  Files  Section. 


Misdemeanor  citations  are  usually  prepared  in  conjunction  with  an 
incident  (ICSS)  report.     Exceptions  would  include  minor  infractions 
requiring  no  written  report,    such  as  leash  law  violations,   etc. 


After  processing  and  routing  to  data  processing,   the  original  copy 
of  the  adult  citation  is  sent  to  Municipal  Court  and  the  original 
juvenile  citation  forwarded  to  the  Youth  Guidance  Center.     The  ID 
copy  of  the  adult  citation  is  routed  to  the  Identification  Section  while 
the  ID  copy  of  the  juvenile  citation  is  filed  with  the  statistical  copy. 
The  statistical  copies  (adult  and  juveniles)  are  filed  in  alphabetical 
order,    by  year,    in  the  Files  Section. 


Evaluation  of  Secondary  Files 

Traffic  accident  reports  are  primarily  a  responsibility  of  the  Traffic 
Division.     They  are  generated  and  processed  at  this  level  and  are 
only  sent  to  the  Files  Section  for  final  storage.     Copies  of  all  traffic 
accident  reports  and  related  notes,    statements,    etc.  ,    are  retained 
in  the  Traffic  Division  (see  section  of  this  report  addressing  the 
Traffic  Division  for  detailed  discussion  of  traffic  records). 


The  storing  of  duplicate  and  incomplete  reports  in  the  Files  Section 
cannot  be  justified.     A  decision  should  be  made  as  to  where  these 
records  are  to  be  stored  and  at  that  time  all  information  relating  to 
each  case  should  be  consolidated  at  this  point.     Duplicate  files 
should  not  exist  except  as  work  copies  for  the  officer  who  is  actively 
working  a  case.     Once  the  case  has  been  inactivated,    all  duplicate 
records  should  be  destroyed. 


Traffic  accident  reports,    as  soon  as  practicable,    should  be  included 
in  the  computerized  program.     This  would  allow  for  a  more  timely 
entry  of  reports  and  eliminate  the  need  for  manual  indexing.     It 
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would  also  reduce  the  problems  associated  with  filing  and  refiling 
these  reports  while  providing  copies  to  insurance  companies,    etc. 


Arrest  card  files  in  the  Files  Section,   while  not  voluminous,    represent 
storage  of  duplicate  information.     The  original  hard  copy,  which  is 
primarily  a  jail  copy,   and  the  statistical  copy,   which  is  forwarded  to 
the  Files  Section  immediately  for  processing,    contain  essentially  the 
same  basic  data. 

To  correct  this  situation,  only  the  statistical  copy  should  be  processed 
and  stored  in  the  Files  Section.     The  original  hard  copy  should  be 
retained  by  the  sheriff's  department  jail  as  this  record  relates 
primarily  to  jail  custody  information. 


Traffic  and  misdemeanor  citations  are  being  processed  in  a  prompt 
and  effective  manner.     The  system  used  provides  for  proper  number 
sequence  accounting,   with  a  secondary  check  by  court  personnel. 
Statistical  data  is  generated  on  a  daily  basis  utilizing  both  manual 
and  electro -mechanical  counting  devices. 


Storage  of  traffic  and  misdemeanor  citations  is  either  by  date  or 
officer  identification  number.     No  alpha  index  cards  are  prepared. 
This  system  provides  for  adequate  accessing  capability  for  those 
infrequent  times  when  citations  need  to  be  retrieved  from  the  file. 


Recommendations 

Consolidate  the  processing  and  storage  of  all  traffic 
accident  reports  in  either  the  Traffic  Division  or  the 
Files  Section  of  the  Records  Division. 


Discontinue  storage  of  the  original  arrest  card  in  the 
Files  Section.     This  card  should  be  disposed  of  by  the 
sheriff's  department  as  they  see  fit. 
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Indices 

Indexing  of  the  files  contained  in  the  Files  Section  is  presently- 
accomplished  by  use  of  two  systems.     The  first  system  relates  to 
the  ICSS  program  and  consists  of  a  computerized  index.     The  second 
system  accommodates  the  autostatis  files  and  the  accident  report 
files,    and  consists  of  two  separate  alpha  index  automated  printouts, 
one  for  each  file.     No  traditional  alpha  index  card  files  are  utilized 
in  the  Files  Section  of  the  Records  Division. 


The  ICSS  program  allows  system  inquiry  by  any  name  listed  in  the 
report,   by  location  of  the  incident,   by  date  and  by  date  of  birth. 


The  autostatis  system,    also  known  as  the  old  San  Francisco  Police 
Department  incident  reporting  system,   utilized  a  daily  alpha  name 
printout  to  access  the  file.     Weekly,   monthly,   quarterly  and  annual 
consolidated  printouts  are  also  prepared  to  reduce  the  number  of 
printout  books  that  must  be  reviewed  to  retrieve  a  wanted  report. 


The  traffic  accident  report  file  utilized  a  location  printout  in  addi- 
tion to  the  alpha  name  printout  which  is  similar  to  that  used  by  the 
autostatis  system.     Yearly  traffic  accident  report  summary  alpha 
name  and  location  printout  books  are  also  prepared. 


Evaluation  of  the  Indices 

The  ICSS  computerized  index  is  accomplishing  its  designed  task 
with  minimum  problems;  therefore,  no  changes  are  suggested  at 
this  time. 


The  printout  alpha  index  for  the  autostatis  system  and  the  printout 
alpha  and  location  indices  used  for  the  traffic  accident  reports  are 
both  costly  to  maintain  and  cumbersome  to  use.     While  they  do 
provide  fairly  rapid  indexing  (daily  sheets  are  prepared)  they  in  no 
way  compare  with  the  flexibility  and  instant  indexing  offered  by  the 
computerized  index  of  the  ICSS  program. 
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If  the  previous  recommendation  relating  to  integration  of  the  auto- 
statis  system  with  the  ICSS  program  is  adopted,   the  indexing  of 
these  combined  reports  will  be  adequately  addressed. 

The  traffic  accident  reports,    if  not  included  in  the  computerized 
record  system,    should  at  least  have  a  computerized  index.     This 
would  not  only  relieve  the  clerical  staff  of  the  manual  processing  of 
two  indices  (alpha  and  location),    it  would  also  allow  greater  flexi- 
bility in  referencing  by  date,   time,    etc.  ,   without  major  modifica- 
tions to  the  system. 


Recommendations 

Through  consolidation  of  the  ICSS  and  autostatis 
reporting  systems,    eliminate  the  autostatis  alpha 
index  printout. 


Incorporate  the  traffic  accident  report  index  into 
the  computerized  program. 


Records  Retention 

Because  of  the  volume  of  files,    the  Files  Section  moves  records 
through  three  distinct  phases.     The  first  phase  is  active  storage 
in  the  Files  Section.     The  second  phase  is  inactive  storage  in  the 
basement,  while  the  third  phase  is  destruction  of  the  record.     There 
is  no  regular  microfilming  program  currently  in  operation  in  the 
Files  Section. 


The  ICSS  and  autostatis  records  are  retained  for  ten  years  before 
destruction.     Five  of  these  years  are  active  storage  on  the  main 
floor  and  five  years  are  inactive  storage  in  the  basement.     Destruc- 
tion of  records  after  ten  years  is  complete,   with  individual  opera- 
tional units  responsible  for  retaining  duplicate  records  of  cases 
where  records  must  be  retained  for  a  longer  period  of  time. 
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Traffic  accident  reports  are  kept  for  seven  years,   five  years  of 
which  are  active  storage  on  the  main  floor  and  two  in  basement 
storage.     Record  destruction  criteria  after  seven  years  is  the  same 
as  the  ICSS  and  autostatis  files. 


Arrest  cards  are  kept  five  years  on  the  main  floor  and  then  are  sent 
to  the  basement  for  indefinite  storage.     This  includes  both  the  orig- 
inal and  the  statistical  copies.     Misdemeanor  citations  are  stored 
five  years  in  the  active  file  and  then  destroyed.     None  are  sent  to 
basement  storage. 


Traffic  citations  are  kept  on  the  main  floor  for  varying  lengths  of  time. 
Upon  expiration  of  the  allotted  time  in  active  file  all  citations  are 
destroyed  with  none  sent  to  inactive  storage.     Individual  citation 
retention  is  as  follows: 

Moving  violations  3  years 

Parking  violations  .  \\  years 

Control  sheets  2  years 

Voided  citations  2  years 


Evaluation  of  Records  Retention 


The  present  system  of  records  retention  has  worked  reasonably  well 
for  the  department  and  has  not  caused  critical  storage  problems  to 
date.     With  the  volume  of  records  being  processed,    however,    it  is 
conceivable  the  current  retention  policy  will  have  to  be  modified  in 
the  foreseeable  future. 


State  law  (Government  Codes  Section  34090)  requires  that  public 
records  must  be  maintained  for  a  minimum  period  of  two  years. 
Most  agencies  usually  retain  the  more  important  records  from 
three  to  six  years. 


With  this  and  the  record  volume  in  mind,  the  department  may  want 
to  revise  its  policy  of  ten-year  retention  for  incident  reports  (both 
ICSS  and  autostatis)  and  traffic  accident  reports. 
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Although  the  comparative  volume  is  low,    a  definite  purge  cycle  for 
arrest  cards  should  also  be  developed.     The  five-year  period  currently 
in  use  for  the  misdem'eanor  citations  appears  to  be  a  reasonable 
period  of  retention  for  these  records. 


The  purge  policy  for  all  traffic  citations,   with  the  exception  of  the 
parking  violations,    seems  to  be  reasonable.     Parking  violations  should 
be  retained  at  least  two  years  before  destruction  to  comply  with  state 
law. 


Recommendations 

Evaluate  the  necessity  for  retaining  ICSS  and  autostatis 
records  for  ten  years. 


Destroy  arrest  cards  after  a  five-year  retention  period. 


Retain  all  traffic  citations  for  a  minimum  of  two  years 
before  destruction. 
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Identification  Section 


Staffing 

The  Identification  Section  is  primarily  involved  in  two  major  activities; 
the  processing  and  maintenance  of  the  personal  identification  file,    and 
the  processing  of  applicants  for  various  city  licenses,    etc.     The 
division  is  staffed  by  a  total  of  63  personnel.     The  number  of  employees 
by  class  is  as  follows: 

Lieutenant  1 

Sergeant  1 

Patrol    officer  3 

Nonsworn  employees  46 


Shift  assignments  are  primarily  on  the  basis  of  three  shifts  per  24-hour 
period  as  discussed  in  the  Files  Section  of  this  report.     Assignment  of 
personnel  to  the  three  shifts  is  as  follows: 

12  midnight  to  8  a.m.    -  total  8  personnel 

Patrol  officer  (processor)  1 

Fingerprint  technicians  5 

Keypunch  2 


8  a.  m.   to  4  p.  m.    -  total  42  personnel 

Lieutenant  (Command)  1 

Sergeant  (Supervisor)  1 

Patrol  Officer  (Processor)  1 

Fingerprint  technicians  13 

Front  Counter  -  CETA  3 

Clerical  11 

Clerical  -  CETA  4 

Keypunch  8 


4  p.m.   to  12  midnight  -  total  13  personnel 

Patrol  Officer  (Processor)  1 

Fingerprint  technicians  5 

Front  Counter  -  CETA  1 
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Clerical  1 

Clerical  -  CETA  2 

Keypunch  ^ 


Fingerprint  technicians  and  keypunch  personnel  work  adjusted  day  off 
schedules  to  provide  seven  day  a  week  coverage.     Additionally,    the 
sergeant  coordinates  his  days  off  with  the  Files  Section  sergeant  to 
ensure  provision  fo  weekend  Records  Division  supervision. 


Evaluation  of  Staffing 

As  with  the  Files  Section,    an  appreciable  percentage  (22%)  of  clerical 
personnel  are  CETA  employees.     The  Identification  Section,    as  other 
Records  Division  Sections,    has  a  minimum  staff  at  the  present  time, 
and  the  loss  of  CETA  personnel  through  unforeseen  circumstances 
could  severely  affect  the  day  to  day  operation.     For  this  reason  it  is 
suggested  that  CETA  personnel  not  be  used  to  replace  needed  permanent 
positions,    but  rather  to  supplement  regular  staff. 


Recommendation 

Initiate  conversion  of  key  CETA-funded  clerical 
positions  to  regular  status. 


Personal  Identification  Files 


The  personal  identification  (P.I.)  files  of  the  San  Francisco  Police 
Department  consist  primarily  of  criminal  history  sheets,    mug  photos 
and  court  disposition  sheets.      This  information  is  filed  in  individual 
folders  identified  by  a  unique  six-digit  SFPD  sequential  number. 
Storage  is  in  open-face  file  cabinets  located  in  the  Identification  Section. 


In  addition  to  the  manual  files,    the  SFPD  computer  system  is  utilized 
to  store  data  relating  to  criminal  histories  and  to  provide  the  index  for 
accessing  the  P.  I.   files.      This  on-line  program  is  one  of  four  sub- 
systems which  make  up  the  SFPD  computer  system.     The  other  three 
elements  are,    (1)  Incident  Case  Sub-System  (ICSS),    (2)  towed  and 
stored  vehicles  sub-system,    and  (3)  the  Court  Management  System 
(CMS). 
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The  processing  of  personal  identification  information  includes  entry 
of  data  into  the  computer  which  relates  to  the  CMS  program.     This 
program,   which  involves  several  other  units  of  local  government 
including  the  courts  and  the  district  attorney's  office,    is  designed 
to  track  an  individual  through  the  system  from  arrest  to  final 
disposition. 


The  processing  of  personal  identification  information  begins  with  the 
receipt  of  two  copies  of  the  arrest  cards  from  the  jail.     One  copy  is 
utilized  by  CMS  staff  to  set  a  court  date  which  is  entered  into  the 
computer.     The  other  copy  is  used  to  identify  and  process  the 
individual  arrestee.     Upon  completion  of  the  identification  phase, 
the  information  relating  to  the  arrest  is  also  entered  into  the  computer 
to  update  an  existing  criminal  history  or  to  create  a  new  one,   depend- 
ing on  the  person  arrested. 


At  the  completion  of  processing  the  master  fingerprint  card  is  filed 
by  classification  and  copies  are  forwarded  to  CII  and  FBI  as  appro- 
priate.    In  addition  to  the  computer  update,    all  hardcopy  criminal 
histories  are  manually  updated  and  reviewed  by  clerical  staff 
before  being  routed,   with  photos  and  any  other  supporting  documents, 
to  file. 


The  security  and  purging  of  criminal  history  files  is  handled  in 
accordance  with  California  Department  of  Justice  policies.     Hard 
copy  printouts  of  criminal  history  information  which  is  stored  in 
the  computer  can  only  be  accomplished  by  two  printers  which  are 
located  in  the  Identifications  Section.     Purging  is  a  continual  process 
with  twenty-seven  years  now  maintained  on  the  floors  and  in  the 
computer. 


Evaluation  of  the  Personal  Identification  Files 

The  personal  identification  files  and  related  computer  files  appear 
to  be  organized  and  maintained  in  a  manner  which  is  consistent 
with  contemporary  management  practices.     The  information  is 
received  and  processed  in  an  acceptable  fashion,   with  proper  atten- 
tion paid  to  identification  of  the  person  involved  and  the  review  of 
data  prior  to  filing. 
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Justification  could  not  be  found,    however,   for  the  manual  creation 
and  retention  of  a  local  rap  sheet.     This  information  is  available  on 
a  current  basis  from  the  SFPD  computer  and  on  a  somewhat  more 
delayed  basis  from  the  State  Department  of  Justice  criminal  history 
system.     If  a  need  can  be  shown  for  a  hardcopy  SFPD  criminal 
history  sheet  to  be  filed  in  the  P.  I.   file,   it  is  suggested  a  computer 
copy  would  satisfy  this  requirement. 


Recommendation 

Discontinue  manually  creating  and  updating  the  SFPD 
criminal  history  rap  sheet. 


Applicant  Processing 

Applicant  processing  involves  two  members  of  the  Identification 
Section  staff.     This  processing  involves  the  collection  of  fees,   file 
searching,   fingerprinting,    photographing  and  associated  tasks. 
This  processing  is  a  prerequisite  to  the  issuance  of  various  city 
licenses,    including  pawn  shop  licenses,    cab  drivers  permits, 
massage  parlor  permits,    etc.     This  unit  is  also  involved  in  prelim- 
inary processing  of  visas  which  are  ultimately  handled  by  the 
Permits  Section  of  the  department. 


Misdemeanor  arrestees  which  have  been  released  on  a  promise  to 
appear  citation  are  also  processed  by  this  unit.     Minor  violations 
(leash  law,    etc. )  are  subject  to  a  warrant  check  only  while  others 
are  fingerprinted  and  photographed. 


A  unique  sequential  "U"  number  is  issued  to  all  applicants  when 
processed,   unless  such  a  number  has  previously  been  assigned  to 
the  concerned  individual.     This  number  serves  to  identify  the  person 
in  the  same  manner  as  an  arrestee  is  identified  by  the  P.I.    number, 
the  difference  being  the  letter  "U"  precedes  the  assigned  number  in 
the  case  of  the  applicant.     The  two  number  systems  are  entirely 
independent  of  each  other  and  have  no  relationship  other  than  that 
they  identify  a  person. 
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Applicant  information  is  filed  numerically  in  the  separate  "U"  file 
located  in  the  Identification  Section.     A  master  log  listing  the  "U" 
numbers  and  the  person  to  whom  that  number  has  been  issued  is 
maintained  at  the  applicant  desk. 


Evaluation  of  Applicant  Processing 

Applicant  processing  is  being  accomplished  in  an  acceptable  manner 
and  no  recommendations  for  change  appear  to  be  necessary  at  this 

time. 


Warrant  Section 


Staffing 

The  Warrant  Section  of  the  Records  Division  is  staffed  by  a  total  of 
44  personnel.     The  number  of  employees  by  class  is  as  follows: 

Lieutenant  1 

Sergeant  3 

Patrol  Officer  10 

Nonsworn  employees  30 


Functional  assignments  of  the  Warrant  Section  include  the  following: 

Warrants 
Court  Liaison 
Mental  Health 
Subpoena  Service 
Prisoner  Transportation 


Shift  assignments  are  made  primarily  on  the  basis  of  three  shifts 
per  day.     These  shifts  are  12  midnight  to  8  a.m.,    8  a.m.   to  4  p.m. 
and  4  p.m.    to  12  midnight.     Assignment  of  personnel  to  these  three 
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shifts  is  as  follows: 

12  midnight  to  8  a.m.    -  total  7  personnel 

Sergeant  (Supervisor)  1 

Clerical  Staff  4 

Clerical  Staff  -  CETA  2 

8  a.  m.    to  4  p.m.    -  total  25  personnel 

Lieutenant  (Command)  1 

Sergeant  (Court  Liaison)  1 

Patrol  Officer  (Court  Liaison)  2 

Patrol  Officer  (Mental  Health)  2 

Patrol  Officer  (Transportation)  4 

Patrol  Officer  (Utility)  2 

Subpoena  Clerk  1 

Subpoena  Clerk  -  CETA  1 

Warrant  Clerk  3 

Clerical  Staff,    general  8 

4  p.m.    to  12  midnight  -  total  12  personnel 

Sergeant  (Supervisor)  1 

Clerical  Staff  9 

Clerical  Staff  -  CETA  2 


Evaluation  of  Staffing 

Staffing  of  the  Warrant  Section  appears  to  be  sufficient  to  accom- 
plish the  primary  task  of  processing  warrants.     Although  CETA 
personnel  comprise  approximately  17%  of  the  clerical  staff  they  do 
not  occupy  positions  which  would  radically  effect  the  total  operation 
should  they  not  be  available. 


The  assignment  of  sworn  personnel  to  the  Warrant  Section  has  been 
severely  curtailed  in  the  last  few  years  and  those  officers  remain- 
ing are  performing  tasks  which  normally  require  field  officer 
expertise.     Thought  should  be  given,   however,    to  assigning  additional 
sworn  personnel  to  the  transportation  detail  to  fulfill  a  twofold  need. 
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The  first  need  is  for  additional  transportation  capability  to  relieve 
higher  paid  inspectors  and  etc.   from  routine  transportation  duties, 
while  the  second  is  to  provide  sworn  personnel  to  routinely  serve 
warrants. 


Currently,   only  criminal  warrants  and  those  warrants  served  by 
field  personnel  incidental  to  their  regular  assignment  are  being 
served.     This  not  only  causes  a  large  backlog  of  warrants  to 
accumulate,   but  it  also  affects  the  amount  of  revenue  generated  by 
this  source.     On  the  basis  of  past  experience  it  is  estimated  that 
each  man  assigned  to  warrant  service  full  time  generates  an  addi- 
tional $90,  000  a  year  income  in  warrant  revenues. 


Recommendations 

Assign  additional  patrol  officers  as  needed  to 
augment  the  transportation  detail. 


Expand  utilization  of  transportation  officers  to 
serve  warrants  when  not  transporting  prisoners. 


Warrants 

Local  parking  and  moving  violation  warrants  are  received  from  the 
court  with  a  magnetic  tape  which  is  used  to  enter  the  required 
information  into  PIN,    the  regional  warrant  system.     The  PIN  system, 
in  turn,    produces  an  alphabetized  printout  and  two  PIN  cards.     Upon 
receipt  by  SFPD  one  card  is  attached  to  the  warrant  which  is  then 
routed  to  file.     The  remaining  card  is  used  in  the  event  warrant 
information  is  to  be  routed  to  another  agency. 


Traffic  bench  warrants  and  criminal  warrants,    because  of  the 
relatively  low  volume,    do  not  come  with  a  magnetic  tape.     These 
warrants,   when  received,    are  entered  on-line  into  the  PIN  system. 
PIN  cards  are  generated  and  then  routed  in  the  same  fashion  as  the 
parking  and  moving  violation  warrants. 
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ifn  addition  to  the  processing  described  above,    criminal  warrants 
lire  also  issued  a  unique  San  Francisco  Police  Department  warrant 
lumber.     A  master  log  of  these  numbers  is  retained  in  the  Warrant 
■Section  to  record  all  transactions  relating  to  each  criminal  warrant. 


_,ocal  felony  and  high  misdemeanor  criminal  warrants  are  also 
ntered  into  the  statewide  system  with  extraditable  offenses  entered 
in  the  federal  system. 


Ml  warrants  are  commonly  stored  in  seven  electro-mechanical 
rotating    files.     Approximately  310,000  warrants  are  currently  in 
ile,    of  which  approximately  85%  are  traffic  warrants. 


Warrant  retention  is  based  on  the  type  of  warrant.     Parking  warrants 
ire  retained  a  minimum  of  l-g  years  after  issuance.     Because  of  the 
purge  cycle  the  oldest  parking  warrant  is  3  years  old. 


Moving  violation  warrants  are  held  a  minimum  of  five  years  after 
issuance.     The  purge  cycle  for  these  warrants  results  in  the  oldest 
warrant  being  six  years  of  age.     Traffic  bench  warrants  and  most 
misdemeanor  criminal  warrants  also  use  this  same  purge  criteria. 


"elony  criminal  warrants  are  held  various  periods  of  time,   depend- 
ing on  the  individual  case.     Each  of  these  warrants  are  reviewed 
annually  for  possible  purge. 


Warrant  service  currently  is  handled  primarily  by  the  field  force. 
There  are  no  warrant  service  officers  assigned  to  the  Warrant 
Section;  although,  occasionally  section  personnel  working  other 
details  do  attempt  service  when   other  duties  permit. 


Warrant  personnel  are  normally  assigned  to  work  one  or  more  of 
the  seven  warrant  storage  files.      This  entails  the  filing,   updating 
and  purging  of  warrants,    as  well  as  handling  inquiries  from  outside 
the  section. 
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Counter  inquiries  for  warrants  are  handled  by  Warrant  Section 
personnel.     If  a  warrant  is  located,   the  person  is  directed  to  the 
court  clerks  office  where  bail  is  posted.     Bail  or  fine  money  is  not 
received  by  Warrant  Section  personnel. 


Evaluation  of  Warrants 

Warrant  information  is  being  received  and  entered  into  the  local 
regional  warrant  system  (PIN)  and  the  state  and  federal    system  in 
a  timely  fashion.     Warrant  processing,  with  one  notable  exception, 
is  simple  and  allows  for  minimum  handling  before  routing  to  file. 


The  exception  noted  which  delays  the  processing  of  warrants  relates 
to  the  receipt  of  PIN  cards  (with  its  accompanying  unique  PIN 
identifying  number)  which  must  be  attached  to  the  warrant  before  it 
is  routed  to  file.     Although  the  information  concerning  a  particular 
warrant  is  usually  entered  into  the  PIN  system  through  magnetic 
tape  or  on-line  entry  within  a  day  of  receipt,    it  is  several  days 
before  the  warrant  is  finally  filed  in  the  warrant  alpha  file. 


In  addition  to  the  delay  in  routing  warrants  to  file  where  they  can  be 
quickly  retrieved,    the  task  of  manually  matching  the  PIN  cards  to 
the  warrants  is  very  time  consuming  and  not  the  best  use  of  clerical 
time. 


It  is  suggested  that  an  alternate  method  of  assigning  PIN  numbers  to 
warrants  be  developed.     One  method  which  should  be  explored  is  to 
have  the  courts  obtain  and  affix  the  PIN  number  before  routing  the 
warrants  to  the  SFPD. 


Recommendation 

Investigate  alternate  methods  of  assigning  PIN 
numbers  to  warrants. 
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Court  Liaison 


The  court  liaison  function  consists  of  two  distinct  functions;  the 
scheduling  of  officers  for  court  appearances  and  the  preparation  of 
misdemeanor  cases  for  submission  to  the  district  attorney's  office. 


The  sergeant  in  the  court  liaison  function  is  primarily  responsible 
for  ensuring  that  officers  needed  for  court  appearance  are  notified 
and  do  in  fact  appear  at  the  appropriate  time  and  place.     This  task 
entails  keeping  appropriate  records  of  court  appearances  and  the 
preparation  of  overtime  documents,    etc.,  as  necessary. 


The  two  patrol  officers  assigned  to  this  function  are  involved  in  the 
preparation  of  cases  for  the  district  attorney.     This  task  includes 
getting  together  all  related  data  and  reviewing  the  report  for 
completeness  before  submission. 


Mental  Health 


The  mental  health  function  is  also  supervised  by  the  court  liaison 
sergeant.     These  officers  report  for  duty  at  the  San  Francisco 
General  Hospital  and  are  involved  in  conducting  interviews,  making 
pickups  and  referring  cases  which  relate  to  mental  disturbances. 


Subpoenas 


This  unit  is  primarily  involved  with  receipt  and  processing  of 
subpoenas  which  have  been  forwarded  to  SFPD  for  service.     As 
subpoenas  are  not  issued  for  the  appearance  of  SFPD  officers  in 
court,    clerical  staff  in  this  unit  also  prepare  internal  forms  which 
notify  field  personnel  of  scheduled  court  dates. 


Subpoenas  are  usually  received  from  the  issuing  agency  in  triplicate. 
One  copy  is  routed  to  file  and  the  other  two  copies  are  sent  to  the 
unit  attempting  service.     The  file  copy  is  filed  by  court  date  until 
the  return  of  the  copy  indicating  the  subpoena  either  has,    or  has  not, 
been  served.     The  records  are  then  cleared  with  the  documents 
being  returned  to  the  issuing  agency. 
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Prisoner  Transportation 

Prisoner  transportation  is  primarily  involved  in  transporting  inmates 
from  other  local  jurisdiction  to  San  Francisco.     Occasional  longer 
trips  are  scheduled  when  personnel  are  available.     Long  trips 
(including  extraditions)  are  normally  handled  by  the  investigating 
detail. 


Prisoner  transportation  is  conducted  on  a  seven  day  a  week  basis. 
When  there  are  no  transportation  details  to  be  handled,   personnel  in 
this  unit  are  temporarily  assigned  to  attempt  service  on  various 
warrants. 


Evaluation  of  Court  Liaison,   Mental  Health, 
Subpoena  and  Prisoner  Transportation 

Court  liaison,   mental  health,    subpoena  processing  and  prisoner 
transportation  details  are  organized  and  managed  in  an  acceptable 
manner  with  no  apparant  major  problem  areas.     As  mentioned  in  the 
staffing  portion  of  this  section,    additional  manpower  should  be 
assigned  to  the  transportation  detail  to  allow  for  a  more  economical 
transfer  of  prisoners  and  to  assist  in  the  service  of  warrants. 
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Records  Summan 


The  Records  Division  of  the  San  Francisco  Police  Department  is 
accomplishing  its  assigned  task  of  processing  and  storing  records 
Ln  accordance  with  state  and  local  regulations.     Although  some 
problem  areas  were  identified,    none  appear  to  be  major  in  nature 
and  many  are  in  the  process  of  being  resolved  at  this  time.     Some 
of  the  more  obvious  areas  of  concern  have  been  summarized  in  the 
following  paragraphs. 


Space  allocation  relating  to  the  records  operation  is  adequate  if 
properly  utilized.     The  transition  from  manual  to  automated  records 
has  left  many  unused  records  and  file  cabinets  occupying  valuable 
floor  space.     In  most  instances  the  concerned  unit  commander 
indicated  it  was  just  a  matter  of  finding  time  to  dispose  of  the  records 
and  remove  the  cabinets. 


Positioning  desks  and  other  furniture  to  facilitate  an  efficient  work 
flow  is  another  area  where  improvement  could  be  effected  without  a 
substantial  capital  investment.     This  problem  should  be  addressed 
by  the  development  of  master  floor  plan  with  imput  from  all  the 
functional  areas  within  the  division.     This  should  be  followed  up  by 
the  creation  of  an  implementation  schedule  to  avoid  unnecessary 
confusion  during  the  transition  period. 


Currently,  there  are  31  sworn  personnel  assigned  to  the  three  units 
of  the  Records  Division.     These  represent  18%  of  the  total  records 
work  force.     This  is  a  significant  percentage  and  represents  an 
appreciable  additional  cost  over  what  would  be  expended  utilizing 
civilian  personnel. 


Consideration  should  be  given  to  replacing  sworn  officers  who  are 
performing    nonpolice    tasks,   with  qualified  nonsworn  employees. 
This  process  should  be  preceeded  by  a  detailed  job  analysis  to  deter ■ 
mine  the  proper  employee  classification  for  each  position  in  the 
division.     This  program,    if  properly  implemented,    should  reduce 
the  overall  costs  of  operation  and  provide  seasoned  permanent  staff 
to  ensure  the  complex  programs  now  being  initiated  are  properly 
maintained. 
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Supervision  is  another  area  that  has  not  been  addressed  to  any  great 
extent.     Currently,  there  are  four  sergeants  in  the  Files  Section,    one 
sergeant  in  the  Identification  Section  and  three  sergeants  in  the 
Warrants  Section  who  devote  a  portion  of  their  duty  time  to  super- 
vision.    There  are  no  civilians  who  have  a  primary  supervisory 
responsibility. 


Because  of  the  paucity  of  supervisory  personnel,   there  is  no  ongoing 
evaluation  program  involving  rank  and  file  records  personnel. 
Although  the   division   commander  meets  regularly  with  the  section 
heads  to  discuss  mutual  concerns  at  the  management  level,    this 
concept  is  not  carried  through  to  the  supervisory  level.     This  system 
does  not  provide  for  proper  accountability  and  frustrates  efforts  to 
assess  and/or  improve  individual  and  unit  productivity  levels. 


To  provide  for  a  more  effective  management  structure  it  is 
suggested  that  natural  work  units  within  each  section  have  a 
designated  working  supervisor  who  would  be  responsible  for  the 
assignment  of  work  and  also  assist  in  evaluating  employee  perfor- 
mance.    Thus  work  units,  such  as  ICSS,    counter  service,    statistics, 
CMS,   warrants,   etc.  ,    could  be  identified  as  subsystems  with 
supervisors  who  are  accountable  to  the  section  commander. 


This  supervisory  scheme  should  be  carried  forward  throughout  the 
24-hour  period,  with  delegated  supervision  utilized  when  work  group 
size  on  a  particular  shift  does  not  justify  direct  supervision. 


The  formal  and  informal  training  now  being  conducted  within  the 
division  is  not  being  accomplished  in  any  organized  manner.     The 
lack  of  comprehensive  written  procedural  directives  and  the  absence 
of  a  regular  on-the-job  training  program  has,   in  some  cases, 
placed  an  undue  burden  on  the  more  senior  staff  members. 


To  alleviate  this  problem  a  detailed  on-going  training  program 
should  be  developed  to  ensure  new  employees  are  expeditiously 
brought  up  to  full  productivity  and  maintained  at  this  level  for  the 
duration  of  their  employment.     This  need  for  fully  trained  personnel 
is  emphasized  by  the  recent  economy  moves  which  have  resulted  in 
minimum  staffing  levels  for  most  elements  of  the  division. 


8-37 


R  e  c  ommendat  io  n  s 

Remove  all  unneeded  records  and  associated  file 
cabinets  from  the  division. 


Conduct  a  space  allocation  study  to  properly  assign 
work  areas. 


Initiate  a  gradual  conversion  of  sworn  positions  to 
civilian  positions  in  those  tasks  identified  as  not 
requiring  the  higher  paid  classification. 


Designate  working  supervisors  for  each  significant 
work  unit  to  assign  work  and  assist  in  employee 
evaluation. 


Develop  an  on-the-job  training  program  on  an  on- 
going basis. 


Develop  written  procedures  for  all  tasks  which  are 
performed  in  the  division. 
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ELECTRONIC  DATA  PROCESSING 


The  San  Francisco  Police  Department's  computerized  information 
and  communications  system  is  known  as  CABLE,    an  acronym  for 
Computer  Assisted  Bay  Area  Law  Enforcement.     This  system  was 
initiated  in  1970  with  multiyear  funding  supplied  by  the  federal 
Law  Enforcement  Assistance  Administration  (LEA A)  and  local 
matching  resources. 


At  the  present  time  eighteen  other  local  jurisdictions  such  as  the 
courts,    the  district  attorney's  office,   the  probation  office,    etc., 
have  direct  access  to  various  portions  of  the  information  stored  in 
CABLE.     Only  the  courts  segment  and  the  San  Francisco  Police 
Department  have  the  ability  to  directly  enter  data  into  the  system. 
An  expansion  of  this  multiagency  utilization  is  part  of  the  long  range 
plan  to  ensure  CABLE  develops  to  its  full  potential  of  providing 
comprehensive  information  to  the  area's  criminal  justice  agencies. 


Maintenance  programming  for  the  CABLE  system  is  accomplished 
by  city  personnel  with  new  programs  being  developed  by  outside 
commercial  firms  on  a  contract  basis.     There  are  no  appreciable 
funds  currently  allocated  for  the  design  of  additional  programs. 
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System  Configuration 

CABLE  consists  of  124  computer  terminals,    twin    COMTEN 
processing  computers  for  routing  the  transactions,    and  portions  of 
the  City  of  San  Francisco's  dual  IBM  370  -  158  computers.     This 
system  is  currently  processing  approximately  700,  000  messages  per 
month. 


The  computer  terminals  are  placed  in  strategic  locations  throughout 
the  agency.     The  number  and  type  of  each  terminal  is  as  follows: 

-  62  Video  Terminals 

-  37  Hardcopy  Terminals  (printers) 

-  25  Mobile  Terminals 


These  terminals  access  the  COMTEN  processing  computers  which 
are  located  in  Room  123  of  the  Hall  of  Justice.      These  processors 
in  turn  access  the  CABLE  central  computer,    the  PIN  regional 
computers  in  Alameda,   the  statewide  CLETS  program  in  Sacramento 
and  the  nationwide  NCIC  system  in  Washington,    D.C.,    through  CLETS. 


The  CABLE  central  computer  is  part  of  the  city  system,    and  this 
hardware  is  located  in  the  basement  of  City  Hall.     A  telephone  line 
connects  these  units  to  the  COMTEN  processor.      The  central 
computers  utilize  38  disc  drives,    12  tape  drives,    and  three  high 
speed  printers  to  service  the  system. 
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Operational  Programs 


There  are  currently  four  operational  CABLE  programs  which  are 
utilized  by  the  San  Francisco  Police  Department.     They  are: 

-  Incident  Case  Sub-System  (ICSS) 

-  Persons  System 

-  Court  Management  System  (CMS) 

-  Towed  and  Stored  Vehicle  File 


ICSS  Program 


The  ICSS  program  is  the  primary  incident  reporting  system  for  the 
department.     All  information  relating  to  initial  and  subsequent 
follow-up  reports  are  entered,    in  their  entirety,    into  the  computer. 
This  information  is  retained  indefinitely  except  for  the  narrative 
portion,    which  is  automatically  purged  after  90  days.     Prior  to  the 
expiration  of  this  period,    the  report  can  be  brought  up  on  the  CRT 
(cathode  ray  tube)  for  review  and/or  a  hard  copy  produced  by  one  of 
the  attached  printers,    by  query,    which  utilizes  the  file  number  or 
name.     After  the  90-day  period  only  the  report  without  the  narrative 
is  available  for  review  and  production. 


Persons  System 


The  Persons  System  is  a  San  Francisco  Police  Department  term  for 
the  personal  identification  file.      This  computerized  program  contains 
a  local  criminal  history  of  persons  arrested  by  the  SFPD.      This 
system  is  querried  by  SFPD  number  or  name. 

Purging  of  the  Persons  System  is  done  on  a  regular  basis  utilizing 
the  guidelines  established  by  the  California  Department  of  Justice. 
These  files  currently  contain  information  on  persons  arrested  after 
1950. 


Court  Management  System 

The  Court  Management  System  is  primarily  designed  to  track  the 
criminal  offender  through  the  San  Francisco  Criminal  Justice 
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System.     Entry  of  initial  data  takes  place  shortly  after  arrest,    and 
records  information,    such  as  court  appearance  dates,    actions  taken, 
etc.,    is  routinely  entered  up  to  the  time  of  final  adjudication.     This 
system  has  a  built-in  purge  cycle. 


The  Court  Management  System  is  a  multiagency  program  involving 
several  segments  of  the  criminal  justice  system  that  are  involved  in 
the  case,    such  as  police,    courts,   D.A. ,   probation,    etc. 


Towed  and  Stored  Vehicle  File 

The  Towed  and  Stored  Vehicle  File  was  designed  to  provide  more 
rapid  and  efficient  handling  of  information  relating  to  this  major 
function  within  the  SFPD.     The  towed  and  stored  vehicle  data  is 
entered  upon  initiation  of  this  activity  and  is  retained  for  a  period 
of  90  days.     Purging  is  automatically  accomplished  each  Friday  with 
a  summary  list  of  purged  information  printed  and  forwarded  to  the 
appropriate  unit. 


Towed  and  stored  vehicle  information  is  automatically  compared 
once  each  24-hour  period  with  the  state  vehicle  system  to  determine 
if  any  of  the  vehicles  are  wanted  elsewhere  in  the  state. 
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Management  Reports 


There  are  five  major  monthly  reports  currently  generated  by  the 
CABLE  system.     They  are: 

-  Major  Offense  Report 

-  Accident  Report 

-  Auto  Theft  and  Recovery  Report 

-  Incident  Activity  Report 

-  Arrest  Report 


Ten  lesser  monthly  reports  are  prepared  utilizing  data  furnished  by 
he  computer.      These  reports  are: 

-  Assaults  against  police  officers* 

-  Homicides* 

-  Traffic  fatalities* 

-  District  station  analysis 

-  District  accident  total 

-  Victims  65  years  and  older 

-  Crimes  on  municipal  railway 

-  Purse   snatching 

-  Leash  law  violations 

-  Begging  violations  647(c) 


The  five  major  monthly  reports  contain  the  following  information: 

Major  Offense  Report 

Offenses  reported  by   district  and  time 

Offenses  reported  by  district,    plot  and  time 

Incidents  where  report  made,    by  unit  reporting  and  watch 

Incidents  where  report  made,    by  district,    plot  and  crime 

Crime  reported  by  crime  frequency  location 


^Forwarded  to  California  Department  of  Justice,    Bureau  of  Criminal 
Statistics  along  with  pages  5, 6  and  7  of  the  Incident  Activity  Report 
and  a  tape  containing  information  relating  to  arrests. 
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Incident  Activity  Report 

Crime  summary  report 

Offenses  by  districts,    currents  vs  last  month 

Offenses  by  district,    current  vs  same  month  last  year 

Robbery  and  burglary  by  district 

Crime  and  clearance  report 

Citywide     recapitulation 

Crime  activity  by  district 

Analysis  by  race,    victims  vs  suspect 

Report  of  offenses 


Accident  Report 

Accidents  by  time-of-day  and  day-of-week 
Comparative  study  of  accidents,    enforcement  by  cause 
Type  of  collision  by  type  of  accident 


Auto   Theft  and  Recovery  Report 

District  stolen  by  district  recovered 
District  and  plot  stolen  from  district  recovered 
District  and  plot  recovered  by  district  stolen 
District  and  plot  stolen  by  district  and  plot  recovered 


Arrest  Report 

Type  of  arrest  by  persons  detained  and  by  unit  making  arrest 

Detained     by  company  or  bureau  making  arrest 

Charged  by  unit  making  arrest 

Adults  charged     by  sex  and  race 

Arrests  by  district 

Adult  felony  arrests 

Adult  misdemeanor  arrests 

Juvenile  arrests  and  citations 
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Evaluation 


The  CABLE  system  is  providing  a  valuable  service  to  the  San 
Francisco  Police  Department.     It  is  hard  to  imagine  the  agency- 
returning  to  manual  daily  processing  of  500  incident  cases,    200 
personal  identification  entries  and  200  towed  and  stored  vehicle 
transactions,    while  maintaining  an  acceptable  level  of  file  currency 
and  rapid  accessibility. 


The  obvious  weakness  in  the  system  at  the  present  time  is  the 
incomplete  data  base  which  limits  the  overall  use  and  prevents  the 
preparation  of  comprehensive  automated  management  reports.     This 
shortcoming  is  readily  explained  in  that  the  system  has  not  yet  been 
fully  implemented  and  identified  gaps  in  the  data  base  are,    for  the 
most  part,    segments  of  the  total  system  which  have  been  scheduled 
for  inclusion  some  time  in  the  future. 


The  single  greatest  unmet  need  relating  to  the  CABLE  system  is  in 
the  area  of  management  information.      The  day-to-day  operation  of 
all  four  segments  currently  on-line  is  taking  place  in  an  orderly 
and  efficient  manner.     Information  is  being  promptly  received, 
processed  and  entered  into  the  computer  with  adequate  audits  to 
ensure  system  integrity. 


Management  data  now  being  produced  by  CABLE  directly  and 
indirectly  (in  the  case  of  the  manual  reports  prepared  by  staff 
utilizing  CABLE  raw  data)  are  voluminous  but  are  not  meeting  all 
the  needs  of  the  agency.     As  an  example,    information  relating  to 
called  for  services  and  crime  patterns  by  properly  developed  report- 
ing areas,    by  time  of  day  and  by  day  of  week  are  not  being  produced. 
Information  concerning  individual  officer  activity  is  also  unavailable 
utilizing  present  programs.      This  kind  of  information  is  invaluable 
to  the  field  managers  in  assessing  the  effectiveness  and  the  efficiency 
of  the  assigned  resources. 
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Recommendations 

Expedite  implementation  of  all  data-base  systems  to 
allow  development  of  CABLE  to  its  full  potential. 


Reprogram  the  management  report  system  to  provide 
for  the  production  of  finished  documents  tailored  to 
the  needs  of  the  department. 
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PERMITS 


Scope  of  Authority  and  Responsibility  of  Permits  Section 


The  primary  responsibility  of  the  Permits  Section  is  the  issuing  of 
permits  as  authorized  under  the  City  Charter  and  the  San  Francisco 
Municipal  Code.     The  Permits  Section  is  responsible  for  preparing 
permit  applications  and  for  gathering  all  information  necessary  to 
determine  whether  a  permit  should  be  issued.    See  Pages  8-61  and  8-62. 

In  each  case  an  inquiry  must  be  conducted.     A  request  for  a  permit 
by  an  individual  initiates  the  various  processes  which  must  be  com- 
pleted before  a  permit  is  issued.     Depending  upon  the  type  of  permit, 
one  or  more  factors  may  determine  approval,    such  as: 

-  The  character  of  the  applicant, 

-  Facilities  or  location  affected  by  the  permit, 

-  Neighborhood/citizen  reaction. 

The  Permit  Section  also  has  responsibility  for  renewal  and,    in  some 
cases,    revocation  of  permits. 


In  connection  with  the  issuing  of  permits,    it  has  a  collateral  responsi- 
bility of  maintaining  complete  and  current  records  and  reference 
material  of  permit  applicants. 
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Organization  and  Staffing 


In  the  present  organization  chart,    the  Permit  Section  is  positioned  in 
the  Administration  Division  immediately  under  the  deputy  chief  of  the 
Administration  Bureau.     The  Permit  Section  is  located  on  the  5th  floor 
of  the  Hall  of  Justice,    occupying  about  5,  000  square  feet  of  floor  space. 
The  staff  work,  in  a  large  open  room,    approximately  60  x  70  feet.     At 
the  back,    separately  partitioned,    is  a  mail  room,    the  office  of  the 
commanding  officer,    and  two  rooms  utilized  for  storage,    lockers  and 
photography,    and,    there  is  a  coffee  room. 


The  section  is  staffed  by  one  lieutenant  who  is  the  commanding  officer, 
and  a  sergeant  who  is  the  supervisor.      There  are  three  police  officers, 
two  assigned  to  handle  taxi,    limousine,    jitney  and  sightseeing  bus  per- 
mits.    The  third  officer  handles  permits  relating  to  mobile  caterers 
and  charitable  organizations.     He  also  assists  with  other  permits 
issuances  and  with  the  counter.     There  are  three  clerical  staff.     One 
of  the  three  clerks,    designated  as  the  "calendar  clerk",    sets  up  the 
calendar  schedule  for  the  permit  hearing  officer.     One  clerk  is  assigned 
to  providing  press  passes  and  parking  passes  for  the  news  people.     The 
third  clerk  attends  the  counter  and  serves  as  the  stenographer  for  the 
lieutenant.     One  cadet  works  half -days  in  the  mail  room.     All  staff 
are  generally  familiar  with  each  others  work,    so  assist  as  needed. 


Permit  Procedures 


There  are  about  80  different  permits  for  which  the  Permits  Section  of 
the  police  department  has  responsibility  for  issuance  and  for  maintain- 
ing records.     In  1976  approximately  3,  500  permits  were  issued,    plus 
about  5,  000  permit  renewals.    See  Pages  8-64  and  8-65. 


Applications  for  permits  are  submitted  at  the  permits  counter,    on  a 
form  not  titled,    but  numbered  "SFPD  109",    which  contains  required 
information  concerning  the  applicant.      The  applicant  is  then  directed 
to  take  two  copies  of  a  form,    entitled  "Record  Clearance  Request, 
SFPD  150",    to  the  Identification  Section  where  the  applicant  is  finger, 
printed.     A  fee  of  $9.  50  is  charged  for  fingerprints.     Any  record  or 
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other  information  available  on  a  name  search  only  is  returned  by  the 
applicant  to  the  Permits  Section.     With  that,    the  applicant  is  advised 
of  a  hearing  date,    which  is  usually  about  four  weeks  following  the  date 
of  application.     All  hearings  are  held  on  a  Tuesday  afternoon.       The 
application  is  then  forwarded  to  an  investigating  unit  in  the  police 
department,    which  does  follow-up  investigation  on  permit  applications. 
This  is  usually  one  of  the  district  stations.     Also,    there  may  be  other 
city  departments  that  have  an  interest  in  the  type  of  application,    such 
as  the  Fire  Department  or  the  Department  of  Public  Works.     Upon 
completion  of  the  investigating  unit,    the  application  is  returned  to  the 
Permits  Section  and  is  placed  on  the  hearing  calendar. 


The  schedule  for  hearing  is  prepared  by  the  calendar  clerk  for  each 
Tuesday  hearing.      The  hearing  officer  is  a  lieutenant  who  is  the  chief's 
administrative  aide.     He  sits  as  surrogate  for  the  chief.     The  lieutenant 
and  sergeant  from  the  Permit  Section  also  attend.     The  hearings  are 
held  in  a  hearing  room  contiguous  to  the  Permit  Section. 


The  average  number  of  applicants  on  a  hearing  schedule  is  about  67. 
The  schedule  lists  the  name  of  the  applicant,    his  address,    the  kind  of 
permit  requested  and  the  disposition  of  the  permit  request.      The  name 
of  every  applicant  appears  on  the  hearing  schedule  regardless  of  the 
fact  that  it  has  automatic  approval.     Most  permits  are  automatically 
approved  if  there  are  no  issues  nor  negative  background  information 
to  warrant  disapproval.      Therefore,    the  hearing  officer  is  concerned 
with  applications  in  which  there  are  questions  as  to  the  advisability  of 
issuing  a  permit.      Unresolved  issues  require  that  permits  be  set  over 
until  the  next  hearing.      This  delays  issuance.     Questionable  permits 
are  referred  to  the  chief  of  police  for  decision. 
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Vehicles-for-Hire  Permits 


The  major  responsibility  of  the  Permits  Section  relates  to  the  issuance 
of  permits  for  the  operation  of  vehicles  for  hire.      This  is  controlled 
under  the  Municipal  Code,    Part  III,    Sections  1.10  and  128  through 
128.3,    and  Municipal  Code,    Part  II  (Police  Code),    Sections  1077, 
1087,    1124,    1148  and  1168,    which  covers  the  issuance  of  permits  for 
the  operations  of  taxicabs,    limousines  and  jitneys     as  well  as  sight- 
seeing buses. 


There  are  currently  25  licensed  cab  companies,    849  licensed  taxicabs 
with  3,  600  taxi  drivers  operating  on  the  streets  and  utilizing  350  taxi 
stands,    for  which  permits  must  be  issued  and  renewed  each  year. 
There  are  50  limousines  and  121  jitney  buses,    as  well  as  one  horse 
drawn  vehicle.     There  are  also  six  companies  operating  sightseeing 
buses  in  San  Francisco. 


At  the  present  time  two  veteran  police  officers  are  assigned  to  the 
vehicles  for  hire  Permits  Unit.     One  of  the  officers  has  worked  in 
the  unit  for  22  years,    the  other  for  about  seven  years.     In  connection 
with  the  issuance  of  permits  the  unit  maintains  a  series  of  files.     The 
activity  also  requires  the  preparation  of  correspondence  and  general 
office  work  as  well  as  tending  the  counter,    all  of  which  is  done  by  the 
two  officers.      The  workload  is  heavy,    and  as  a  result,    there  is  a 
backlog  of  filing  and  processing.     Unfiled  permit  renewals  are  stacked 
on  file  cabinets  and  paper  work  is  overflowing  on  desks.     In  addition 
to  their  other  tasks,    the  officers  conduct  training  sessions  on  Thursday 
morning  for  new  cab  drivers.    All  background  investigations  on  Vehicles. 
for-Hire  permits  are  conducted  by  the  officers. 


The  present  activity  of  the  unit  is  primarily  one  of  paper  processing. 
The  most  pressing  and  important  responsibility  in  the  control  of  the 
vehicles  for  hire  industry  is  that  of  policing  the  cabs,    limousines  and 
jitneys  on  the  streets.      This  goes  undone.      To  enforce  compliance 
with  the  vehicles-for-hire  regulations,    the  officers  should  be  working 
full  time  on  the  streets. 
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In  order  to  relieve  the  two  officers  of  office  work,    two  clerical  staff 
people  should  be  assigned  to  the  unit.      The  transition  will  require 
extensive  training  of  such  staff.      The  two  officers  should  work  the 
streets  and  not  remain  in  the  office.     Inasmuch  as  both  officers  now 
assigned  to  the  unit  are  eligible  and  planning  retirement  in  the  not 
too  distant  future,    at  least  one  new  officer  should  be  transferred 
into  the  unit  to  begin  learning  the  work,    with  its  myriad  of  details 
needed  for  background  knowledge  about  the  clientele. 


Move  Vehicles  for  Hire  Unit  to  the  Traffic  Division 

Consideration  should  be  given  to  moving  the  Vehicles  Permit  Unit 
to  the  Traffic  Division.     There  are  several  reasons  for  this.     The 
Traffic  Division's  primary  involvement  is  with  vehicles  on  the  street, 
including  cabs,   jitneys  and  buses.      The  Enforcement  Section  (motor- 
cycle officers)  are  also  familiar  with  the  activities  of  the  cab  and 
jitney  drivers.     If  the  permit  function  were  in  the  Traffic  Division, 
it  would  increase  the  two-way  flow  of  information  on  problems  of 
vehicles  for  hire  which  are  of  interest  to  the  traffic  enforcement 
personnel  as  well  as  the  Permit  Unit. 


The  Traffic  Division  is  located  on  the  first  floor  of  the  Hall  of  Justice 
so  it  would  be  more  convenient  for  the  numbers  of  people  doing 
business  with  the  Permit  Unit,    and  it  would  place  a  captain  of  the 
division  as  the  responsible  commanding  officer  of  the  Permit  Unit. 
Consideration  should  also  be  given  to  assigning  a  solo  motorcycle 
officer  to  the  Permit  Unit  because  of  the  advantages  of  a  motorcycle 
used  in  the  downtown  traffic  while  working  with  the  cabs  and  jitneys. 
If  an  affirmative  decision   were  made  to  move  the  unit,    it  would  first 
be  necessary  to  do  some  remodelling  in  the  Traffic  Division  to  pro- 
vide adequate  space  for  the  Permits  Unit.     It  would  be  undesirable 
to  move  without  first  making  the  necessary  provisions. 
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Investigation  of  Permits  by  District  Stations 


An  arrangement  in  the  district  stations  has  evolved  in  which  one 
officer  is  assigned  to  handle  all  permit  investigations  directed  to  the 
district  station.     In  connection  with  this  responsibility,    each  district 
station  has  set  up  a  permits  record  system  on  permit  holders  and 
addresses  where  permit  holders  are  doing  business.     The  records 
reflect  permit  status  and  any  police  action  or  incidents  involving  the 
permit. 


The  permit  officer  is  responsible  for  conducting  preliminary  investi- 
gations of  all  police  permits  applications  within  district  boundaries. 
Investigations  include  background  information  on  applicants,    compa- 
tibility of  the  type  of  business  and  location,    and  estimating  possible 
police  problems  that  might  be  caused  by  issuance  of  the  permit. 


The  district  commander  is  responsible  for  making  a  recommendation 
to  approve  or  deny  a  permit.     Whether  approved  or  not,   the  application 
is  returned  to  the  Permit  Section  to  be  scheduled  for  hearing.     The 
hearings  are  regularly  attended  by  the  district  permit  officer. 


In  the  event  of  a  permit  denial,    an  applicant  may  appeal  to  the  Board 
of  Permit  Appeals.     It  is  a  five  person  board,    made  up  of  citizens 
appointed  by  the  mayor.     See  Page  8-63  describing  its  composition 
and  authority. 


Cost  to  Police  Department  for  Issuing  Permits 


The  permit  requirements  as  established  for  San  Francisco  are  for 
the  protection  and  well-being  of  the  community.     However,    the  issuance 
and  control  of  permits  is  costly.      The  question  arises  as  to  who  should 
pay.     Is  this  a  legitimate  cost  to  be  spread  among  all  the  taxpayers,    or 
is  it  a  special  service  to  be  borne  by  those  who  create  the  need  for  the 
service?     Li  1975-76  Fiscal  Year  the  total  amount  received  in  permit 
fees  was   $24,  402.44.     It  is  expected  that  this  amount  will  be  about  the 
same  for  the  present  fiscal  year.     For  the  current  year,    the  cost  for 
salaries  and  fringe  benefits  for  the  Permits  Section  staff  and  the 
officers  in  the  district  stations  who  are  assigned  to  investigating  per- 
mits applications,    is  about  $355,632.      This  does  not  include  overhead 
costs,    such  as  telephone,    utilities,    space,    supplies  and  indirect  costs. 
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If  permit  fees  are  to  sustain  costs  for  investigation  and  issuance  of 
permits,    fees  must  be  increased,    and/or  the  costs  for  the  permits 
services  must  be  reduced. 


At  the  present  time  it  is  estimated  that  one  officer  in  each  district 
station  has  a  portion  of  his  time  allocated  to  permit  investigation 
and  permit  records  maintenance  at  the  following  rate. 

District  Station 


Central 

South  East 

Southern 

Mission 

Northern 

Richmond 

Park 

Ingleside 

Taraval 


80% 
60% 
75% 
60% 
65% 
10% 
15% 
15% 
15% 


of  one  officer's  time 


of  one  sergeant's  time 
of  one  officer's  time 


The  total  time  expended  for  the  nine  district  stations  permit  investiga- 
tions  and  records  keeping  is  estimated  at  3.95  man-years  per  year, 
amounting  to  an  expenditure  of  $136,  291. 


It  is  calculated  that  1976  labor  costs,    including  fringe  benefits,    for 
the  handling  of  permits  -was: 

Permits  Section 

1   Lieutenant  (commanding  officer)  $43,774.03 

1   Sergeant       (supervisor)  38,348.44 

3  Patrolmen  99,144.18 

3  Clerk  typists  38,  075.20 


District  Stations 


$219,341.85 

Patrolmen  3.95  man-years  per  year  136,  291 .  00 

Approximate  total  cost  of  Permits  Service        $355,  632.85 
This  does  not  include  overhead  and  indirect  costs. 


8-54 


Evaluation  of  the  Permits  Section 


Reallocation  of  Personnel 

The  limited  staff  of  six  persons  does  not  justify  the  retention  of  a 
lieutenant  as  a  commanding  officer.     It  is  suggested  that  the  position 
be  eliminated  from  the  Permits  Section. 


Inasmuch  as  no  police  authority  is  necessary  in  the  processing  and 
conducting  of  background  investigations  of  permit  applicants,    it  is 
recommended  that  all  police  officers  (except  the  two  officers  assigned 
to  the  Vehicles-for-Hire  Permits)  be  replaced  with  civilian  personnel. 


Replace  the  sergeant  with  a  civilian  supervisor  and  the  one  officer 
now  handling  charitable  organizations  and  mobile  catering  permits 
with  a  civilian  clerk. 


Return  the  lieutenant,    sergeant  and  the  one  officer  to  street  duty. 


It  is  also  recommended  that  civilians  be  hired  as  background  investi- 
gators.    Relieve  the  district  stations  of  investigating  permit  applicant 
backgrounds.     The  permit  investigators  would  work  directly  out  of  the 
Permits  Section,    thus  eliminating  the  need  to  prepare  correspondence 
and  the  transfer  of  the  mass  of  intra-departmental  mail  relative  to 
permit  applications.     The  elimination  of  the  correspondence  time 
could  substantially  shorten  the  time-period  in  completing  background 
investigations  because  all  the  work  would  be  centralized  in  one  location. 
It  is  noted  that  the  majority  of  permit  activity  is  in  the  downtown  area, 
convenient  to  a  centralized  permit  operation. 


The  current  practice  of  district  stations  maintaining  files  on  permitees 
and  permit  locations  should  be  discontinued  immediately.      This  is 
duplication  of  records  which  are  in  the  Permits  Section  and  further, 
information  that  a  district  station  may  want  regarding  a  particular 
address  is  on-line  in  the  computer,    and  immediately  available. 
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Organization  -  Relocate  Permit  Section 

In  the  organizational  structure  the  Permit  Section  is  now  positioned 
under  the  Deputy  Chief  of  Administration  Bureau,    although  it  is  not 
an  administrative  function.     It  is  proposed  that  it  be  moved  to  the 
Services  Bureau  and  placed  in  the  Records  Division.     This  is  rec- 
ommended in  the  section  on  organization. 


Master   Log 

At  the  present  time,    an  applicant  requesting  a  permit  is  required  to 
fill  out  a  yellow  file  card  with  name,    address,    type  of  permit  and 
date.      The  card  is  then  filed  in  a  file  drawer  by  name.     Each  year 
a  new  file  is  started.     There  is  no  central  reference  from  which  can 
be  ob  tained: 

1.  The  number  of  permits  for  which  requests  have  been  made 

2.  Number  of  permits  issued 

3.  Amount  of  fees  collected 

4.  Number  of  permits  and  location  issued  for  a  particular 
type  of  permit. 


Such  information  should  be  readily  available.     It  is  suggested  that  a 
master  log  be  set  up  in  the  Permits  Section,    on  which  the  name  of 
each  permittee  would  be  entered  and  a  master  number  assigned. 
The  log  would  provide  space  to  show  particulars  on  the  disposition  of 
each  permit  application,    i.  e.    granted,    denied,    cancelled,    disapproved, 
etc.      There  should  be  a  secondary  log,    by  type  of  permit,    with  name, 
date,    and  master  log  page  and  line  number.      The  two  logs  would 
provide  basic  information,    and  serve  as  a  statistical  resource.      The 
yellow  file  card  which  is  now  filed  by  name  should  be  retained,    but 
there  should  be  added  the  master  log  number  for  quick  reference  to 
master  log. 


Currently,    a  calendar  is  prepared  for  the  hearing  officer.      There  is 
an  average  of  67  entries  each  week.      The  calendar  takes  almost  the 
full  time  of  the  calendar  clerk  in  its  preparation.      The  calendar  is  not 
a  reliable  source  of  reference,    because  the  names  of  permittees  are 
repeated  on  it  each  week  until  issues  relative  to  a  permit  request  are 
resolved. 
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With  the  master  log,    the  present  calendar  system  would  be  eliminated. 
The  master  log  would  then  be  utilized  by  the  hearing  officer. 


Most  requests  for  permits  are  approved  because  permittees  fulfill 
the  requirements  as  provided  under  the  ordinances.      Therefore, 
there  is  no  reason  to  prepare  a  hearing  schedule,    listing  names  of 
all  permit  applicants.     All  names  would  be  shown  on  the  master  log. 
Only  those  permit  requests  would  need  review  which  (l)  were  denied, 
(2)  were  in  question,    or  (3)  a  citizen  wanted  to  be  heard.     The  calendar 
clerk  need  prepare  only  a  list  from  the  master  log,    showing  permit 
number,    page,    and  line  number  of  permit  at  issue.     This  should  reduce 
the  time  taken  for  permit  hearings.      The  master  log  would  also  show 
permittee  applications  that  were  not  cleared  in  a  reasonable  time. 
Control  of  the  permit  process  -would  be  improved  and  would  provide 
reliable  information  for  more  effective  management  control. 


Photography  of  Employees 

The  "calendar  clerk"  also  has  the  job  of  photographing   employees  and 
preparing  identification  cards.      This  work  has  no  relation  to  the  permit 
work.     All  photography  work  should  be  in  the  identification  Section. 
The  function  and  the  camera  which  is  now  in  the  Permits  Section,  should 
be  turned  over  to  the  Identification  Section. 


Records 

The  department  does  not  have  a  records  control  system.     In  the  Per- 
mits Section  there  are  33  four-drawer  file  cabinets  containing  records, 
many  of  which  are  old  and  obsolete.     It  was  noted  that  some  date  back 
to  the  30's.      There  were  also  a  number  of  3  x  5  and  4x6  multiple 
drawer  files  with  obsolete  index   cards.     In  a  rear  room  were  16  boxes 
of  records  for  the  years  1963-1967.     hi  the  main  office,    on  top  of 
storage  cabinets,    in  boxes,    were  stacked  many  more  records.      These 
types  of  obsolete  documents  in  file  cabinets  and  boxes  take  up  a  great 
part  of  the  space  in  the  office.     All  records  should  be  reviewed  and  the 
obsolete  records  purged.     Probably  15  or  20  file  cabinets  would  be 
emptied  for  other  use.      This  is  a  factor  that  should  be  of  interest  in 
budget  preparation.     (Don't  budget  for  any  file  cabinets.)     There  should 
be  a  written  policy  establishing  the  cycling  of  records  for  purging  and 
the  microfilming  of  records  that  must  be  retained.      This  matter  is 
examined  in  more  detail  in  this  report  under  "Records". 
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Housekeeping 

The  Permits  Section  should  review  its  housekeeping  policy.     There 
is  need  for  periodic  desk  and  counter  inspection.     Require  that 
extraneous  material  not  be  allowed  to  accumulate  on  top  of  desks, 
in  desk  drawers  and  under  counters.     Such  unnecessary  accumula- 
tions hamper  efficient  work.      The  appearance  of  the  office  should 
be  neat  and  orderly. 


There  are  14  desks  and  chairs  where  only  seven  persons  work. 
Unused  furniture  should  be  stored  in  a  central  location  or  used  in 
other  parts  of  the  department. 


Office  Space 

It  is  claimed  that  there  is  a  shortage  of  office  space.  There  is  at 
least  2,  000  feet  in  the  Permits  Section  that  can  be  reallocated  for 
other  uses. 


Policies,    Procedures  and  Operations 

The  Permit  Section  is  suffering  a  problem  common  to  most  of  the 
functions  in  the  police  department,    in  that  there  are  no  written 
policies,    procedures,    nor  statements  describing  each  employee's 
duties.     Nor  is  there  anything  written  setting  out  the  responsibilities, 
objectives  and  goals  of  the  section. 


It  is  recommended  that  there  be  a  general  upgrading  of  the  section, 
and  that  there  be  further  and  more  detailed  analysis  over  and  above 
this  brief  survey  report.      There  should  be  study   of  work  performed 
by  time  and  motion.     Probably  two  clerks  could  do  the  work  of  three 
with  efficient  use  of  time.      This  would  then  provide  one  clerk  for  the 
Vehicle-for-Hire  permits  without  the  necessity  of  hiring  one. 


In  examining  the  ordinances  pertaining  to  permits,    it  appears  that 
they  have  accumulated  without  a  clear  pattern.     It  is  suggested  that 
the  ordinances  pertaining  to  permits  be  reviewed  to  streamline  and 
provide  continuity.     Any  task  force  assigned  to  this   should  have  rep- 
resentation from  the  police  department  as  well  as  from  other  affected 
departments. 
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As  the  administrative  arm,    the  Research  and  Development  Division 
should  assume  the  task  of  reviewing  and  upgrading  the  several  forms 
used  by  the  Permits  Section.     Content  format  and  flow  of  forms 
should  be  examined. 

The  Research  and  Development  Division  should  direct  and  coordinate 
the  preparation  of ;  (1)  written  procedures  (2)  employee  job  studies, 
(3)  inventory  control, and  (4)  cycling  and  purging  of  records. 


R  ecommendations 

Position  the  Taxi  Permit  Unit  in  the  Traffic  Division. 

Assign  two  full  time  clerk  typists  to  the  Taxi  Permit 
Unit. 

Assign  immediately  one  additional  full  time  officer  to 
the  Taxi  Permit  Unit  to  replace  veteran  officers  who 
plan  to  retire. 

Eliminate  the  positions  of  one  lieutenant,    one  sergeant, 
and  one  police  officer  in  the  Permit  Section. 

Return  one  lieutenant,    one  sergeant,    and  one  patrolman 
to  the  duty  requiring  police  authority  and  power. 

Create  and  fill  one  position  of  civilian  supervisor.. 

Create  and  fill  three  positions  of  civilian  investigator 
to  conduct  background  information  on  permittees. 

Centralize  the  investigation  of  permits  in  the  Permits 
Section,    utilizing  the  civilian  investigators. 

Discontinue  use  of  police  officers  in  district  stations 
to  investigate  permit  applications. 

Discontinue  maintenance  of  permittee  records  in 
district  stations. 

Transfer  to  the  Identification  Section  the  function,    now 
in  the  Permits  Section,    of  photography  and  preparing 
police  identification  cards  for  police  employees. 
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R  ecommendations  (continued) 

Purge  old  and  obsolete  records  from  the  Permit  Section. 

Remove  excess  desks,    chairs,    and  tables  from  the 
Permits  Section. 

Implement  use  of  a  permanent  master  log    book  in 
which  to  record  and  number  each  permit  request  and 
action  taken  on  permit  request. 

Implement  a  cross-reference  log  of  permits,    by- 
type  of  permit. 

Discontinue  preparation  of  weekly  calendar  schedule. 

Direct  the  Research  and  Development  Division  to 
review  all  operations,    policies  and  practices  of  the 
Permits  Section,    and  prepare  written  policies  and 
procedures,    employee  job  studies,    objectives  and 
goals  statement. 

Take  appropriate  action  relative  to  inventory  control, 
cycling  and  purging  of  records. 
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Charter  of  the  City  and  County  of  San  Francisco 


3.537    Special  Powers  of  the  Chief  of  Police 

.  . .  The  chief  of  police  may  refuse  to  issue  any  permit  that  is  subject 
to  police  department  investigation   and  issuance,    if  it  shall  appear 
that  the  character  of  the  business  or  the  applicant  requesting  such 
permit  does  not  warrant  the  issuance  thereof,    or  he  may  revoke 
any  such  permit  as  soon  as  it  shall  appear  that  the  business  or 
calling  of  the  person  to  whom  it  was  granted  is  conducted  in  a 
disorderly  or  improper  manner,    or  that  the  place  in  which  the 
business  is  conducted  or  maintained  is  not  a  proper  or  suitable 
place  in  which  to  conduct  or  maintain  such  business  or  calling. 

The  chief  of  police  in  the  performance  of  police  duties  shall  have 
power  to  examine  at  any  time  the  books  and  the  premises  of  pawn- 
brokers,   peddlers,   junk  and  second-hand  dealers,    auctioneers  and 
other  businesses  designated  by  the  board  of  supervisors,    and  for 
these  purposes  shall  have  the  power  of  inquiry,    investigation  and 
subpoena,    as  provided  by  this  charter. 


SEC.  26.     Facts  to  Be  Considered  by  Departments.     In  the 
granting  or  denying  of  any  permit,    or  the  revoking  or  the  refusing 
to  revoke  any  permit,    the  granting  or  revoking  power  may  take 
into  consideration  the  effect  of  the  proposed  business  or  calling 
upon  surrounding  property  and  upon  its  residents,    and  inhabitants 
thereof;  and  in  granting  or  denying  said  permit,    or  revoking  or 
refusing  to  revoke  a  permit,    may  exercise  its  sound  discretion 
as  to  whether  said  permit  should  be  granted,   transferred,    denied 
or  revoked. 


: 
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Charter  of  the  City  and  County  of  San  Francisco 


6.402    Fees  for  Licenses  and  Permit's 

The  fees  or  licenses  to  be  charged  under  ordinances  referred  to  in 
section  7.704  shall  not  be  less  than  the  cost  to  the  city  and  county 
of  regulation  and  inspection    provided,    that  in  so  far  as  the  regu- 
lation and  inspection  of  foodstuffs  or  articles  of  food  for  human 
consumption  are  concerned,    the  fees  or  licenses  to  be  charged 
for  such  regulation  and  inspection  shall  be  as  determined  by  the 
board  of  supervisors,    but  the  same  shall  not  exceed  the  cost  of 
said  regulation  and  inspection. 


7.704    Permits  arid  Licenses 

The  board  of  supervisors  shall  regulate,    by  ordinance,    the  issuance 
and  revocation  of  licenses  and  permits  for  the  use  of,    obstruction 
of  or  encroachment  on  public  streets  and  places,    exclusive  of  the 
granting  of  franchises  governed  by  other  provisions  of  this  charter; 
and  for  the  operation  of  businesses  or  privileges  which  affect  the 
health,    fire-prevention,    fire-fighting,    crime,    policing,    welfare  or 
zoning  conditions  of  or  in  the  city  and  county,    and  for  such  other 
matters  as  the  board  of  supervisors  may  deem  advisable. 

Such  ordinance  shall  fix  the  fees  or  licenses  to  b"e  charged.     Said 
ordinance  shall  also  specify  which  department  shall  make  the 
necessary  investigations  and  inspections  and  issue  or  deny  and 
may  revoke  the  permits  and  licenses  therefor. 

Permits  and  licenses  shall  be  issued  by  the  departments  as  desig- 
nated by  ordinance,    only  after  formal  application  for  such  permit 
or  license. 

If  any  application  for  a  permit  or  license  is  denied  by  the  department 
authorized  to  issue  same,    the  applicant  may  appeal  to  the  board  of 
permit  appeals. 
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Charter  of  the  City  and  County  of  San  Francisco 

Board  of   Permit  Appeals 

3.650  Board  Composition 

The  mayor  shall  appoint  five  qualified  electors,    other  than  city  and 
county  officials  or  employees,   for  terms  of  four  years,    to  consti- 
tute a  board  of  permit  appeals. 

3.651  Functions,    Powers  and  Duties 

Any  applicant  for  a  permit  or  license  who  is  denied  such  permit  or 
license  by  the  department  authorized  to  issue  same,    or  whose 
license  or  permit  is  ordered  revoked  by  any  department,    or  any 
person  who  deems  that  his  interests  or  property  or  that  the  general 
public  interest  will  be  adversely  affected  as  the  result  of  operations 
authorized  by  or  under  any  permit  or  license  granted  or  issued  by 
any  department,    may  appeal  to  the  board  of  permit  appeals.     Such 
board  shall  hear  the  applicant,    the  permit-holder,    or  other  inter- 
ested parties,    as  well  as  the  head  or  representative  of  the  depart- 
ment issuing  or  refusing  to  issue  such  license  or  permit,    or 
ordering  the  revocation  of  same.     After  such  hearing. and  such 
further  investigation  as  the  board  may  deem  necessary,    it  may 
concur  in  the  action  of  the  department  authorized  to  issue  such 
license  or  permit,    or,    by  the  vote  of  four  members,    may  overrule 
the  action  of  such  department  and  order  that  the  permit  or  license 
be  granted,    restored  or  refused. 

The  board  of  permit  appeals  shall  have  and  exercise  the  following 
powers: 

(a)  To  hear  and  determine  appeals  where  it  is  alleged  there  is 
error  or  abuse  of  discretion  in  any  order,    requirement,    decision 
or  determination  made  by  the  zoning  administrator  in  the  enforce- 
ment of  the  provisions  of  any  ordinance  adopted  by  the  board  of 
supervisors  creating  zoning  districts  or  regulating  the  use  of 
property  in  the  city  and  county; 

(b)  To  hear  and  determine  appeals  from  the  rulings,    decisions 
and  determinations  of  the  zoning  administrator  granting  or  denying 
applications  for  variances  from  any  rule,    regulation,    restriction 

or  requirement  of  the  zoning  or  set-back  ordinances,    or  any  section 
thereof.     Upon  the  hearing  of  such  appeals  said  board  may  affirm, 
change,    or  modify  the  ruling,    decision  or  determination  appealed 
from,    or,    in  lieu  thereof,    make  such  other  additional  determination 
as  it  shall  deem  proper  in  the  premises,    subject  to  the  same  limi- 
tations as  are  placed  upon  the  zoning  administrator  by  this  charter 
or  by  ordinance. 
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Permits  required  under  the  Municipal  Code,    Part  III  are  as  follows: 

Municipal  Code 

1.  1  Amusement  parks 

1.2  Masquerade  balls 

1.  3  Circuses  or  wild  west  shows 

1.4  Balloon  advertising 

1.5  Use  of  street  cars  for  displaying  advertising 

1.6  Discharge  of  firearms 

1. 7  Secondhand  dealers 

1.8  Shooting  galleries 

1.  9  Miniature  and  practice  golf  courses 

1.  10  Operation  of  vehicles  for  hire 

1.  15  Control  of  traffic  in  display  of  fireworks  (approval  only) 

1.  35  Establish  and  maintenance  of  employment  offices 

1.36  Peddling 

1.37  Pawnbrokers 

1.51  Operation  of  motion  picture  theaters,    closed  circuit  television  theaters,   live  entertainment  in  theaters,    or  any 

combination  thereof 

1.72  Retail  firearm  dealer 

1.  74  Operation  of  mobile'catering  vehicles 

88  Auctioneers  permit 

96  Ball  or  ring  throwing  games 

99  Billiard  and  pool  tables  business 

108  Circuses 

110  Cycloramas  or  other  mechanical  contrivance 

roller  skate  rink 

ice  skate  rink 

revolving  wheel 

chutes 

toboggan  slide 

museum 

kinetoscope  and  phonograph  parlor 

panorama 

111  Outdoor  miniature  golf  course 
116  Guides 

119  Junk  dealers  (quarterly  permit) 

123  Masked  ball 

124  Photographers-public  places 
127.1  Pawnbrokers 

128  Public  passenger  vehicles 

taxicab 
sedan 
limousine 
sightseeing  buses  (seating  capacity) 

130  Application  for  permit--photography 

File  $500  bond  at  time  of  permit  application 

131  Peddlers --free 

Chief  investigate  to  determine  if  applicant  is  war  veteran  unable  to  make  living,  or  is  minor,    or  widow 
231  Wholesale  peddler 

303  Mechanical  amusement  devices 

405 
410 
412 
413 

550  Nude  photography  permit.      Police  investigate. 

1303  Connections  to  the  police  department  terminal  alarm  panel 


Relating  to  bike  licensing  and  control 
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Permits  as  required  by  the  Municipal  Police  Code  are  as  follows: 
Police  Code 

680.681        Advertising  Vehicles 

1033  Amusement  Parks 

1279.2  Antique  Shops 

1320.1  Assistant  Mobile  Caterer 

1246  Auctioneers  and  Sub-criers 

817  Auto  Wreckers 

2817  Auto  Rental  (Driverless) 

989  Balloon  and  Kite  Advertising 

510  Billiard  Parlor  Keeper 

510  Billiard  Parlor  —  Family  Recreation  Center 

1070.1  Cabaret 

827  Car  Park  Solicitor 

590  Charitable  Solicitations 

1246  Close-out  Sale 

1246  Close-out  Sale  by  Auction 

1023  Dance  Hall  Keeper 

1289  Discharge  of  Cannon 

1290  Discharge  of  Fireworks 
978  Distributor  of  Advertising 

1124  Driver  of  Public  Vehicle  (Taxicab) 

1072.2  Encounter  Studio 

1072    2  Encounter  Studio  Employee 

1148  General  Soliciting  Agent 

3101  Helicopters 

1168  Inter  Urban  Bus 

1017  Itinerant  Show 

1087  Jitney  Bus  Owner 

1087  Jitnew  Bus  Operator 

897  Junk  Gatherer 

28  Kite  Flying 

1077  Limousine 

42  Loud  Speaker  Vehicle 

2701  Massage  Establishment 

2701  Masseuse,    Maseur 

770  Miniature  Golf  Course 

1320.1  Mobile  Caterer 

1073.2  Nude  Photo  Studio 

1077  Operator  Public  Vehicles  (taxicabs,    limousines,    sightseeing  buses) 

2701  Outcall  Massage 

1141  Passenger  Vehicle  Solicitor 

1279  Pawnbroker 

869  Peddler 

1060.1  Place  of  Entertainment 

939  Press  Cards 

2601  Public  Bath  House 

2605  Public  Bath  House  Employee 

1200  Rummage  Sale 

1279. 1  Second  Hand  Dealer 

1237  Second  Hand  Dealer--Auto  Accessories 

1039  Shooting  Gallery 

1168  Sightseeing  Bus 

1750  Special  Police 

1119  Stands,    Vehicle  for  Hire 

670  Street  Car  Advertising 

790  Theater 

3000  Tow  Car  Operator 
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SECTION  IX 
COMMUNICATIONS 


COMMUNICATIONS 


Communications  Division 


The  department's  communi cations  center  is  located  on  the  fourth 
floor  of  the  Hall  of  Justice.       Organizationally,    it  is  identified  as  a 
division  of  the  Support  Services  Bureau  and  is  commanded  by  a 
captain  who  is  directly  responsible  to  the  bureau  commander. 


Divisional  responsibilities    include:   the  receipt  of  calls  for  police 
services,   via  manual  switchboard;  radio  dispatching  of  police  units; 
routine  and  emergency  telephonic  and  teletype  notifications;  accessing 
of  various  computerized  information  systems,    local,    state  and  national; 
maintenance  of  records  and  recordings  of  communications  transactions; 
around  the  clock  operation  of  a  police  telephone  ("Ring-In")  switch- 
board; mailing  incident  report  forms  to  victims  for  completion,    in 
selected  crimes;  and  providing  staff  supervision  of  the  operation 
center  function  at  night  and  on  weekends. 


Facility 

There  are  approximately  2,  760  square  feet  of  floor  space  allocated  to 
the  communications  function.     Recent  remodeling  has  provided  ample 
space  for  equipment  expansion  in  the  complaint  and  dispatching  area. 
Four  complaint  positions  have  been  added  (but  are  not  yet  staffed)  in 
preparation  of  the  eventual  change  to  a  911  telephone  system.     Also 
added  are  two  glass  fronted,   administrative  offices  positioned  so 
as  to  provide  continuous  visual  inspection  of  complaint  and  dispatch 
personnel. 


Security 

Primary  access  to  the  communications  center  is  controlled  by  a 

series  of  locked  doors  that  are  electrically  controlled  by  communications 

personnel. 
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Persons  desiring  entry  first  announce  their  presence  over  a  wall 
hung  telephone  in  the  public  hallway  adjacent  to  the  entrance  door. 
Additionally,    they  are  viewed  via  closed  circuit  television  on  two 
consoles,   one  which  is  located  at  the  police  telephone  ("Ring-In") 
switchboard  and  the  other  at  the  supervisory  radio  channel  dispatch 
position. 


If  entry  is  granted,   the  outer  entry  door  lock  is  electrically  activated 
permitting  entry  to  a  vestibule.     A  second  locked  door  controls  entry 
to  the  communications  center,    proper.      That  door  is  also  unlocked 
electrically.     Neither  door  can  be  operated  unless  one  of  the  two  is 
in  a  locked  position.      Once  entry  is  made  to  the  vestibule  the  person 
entering  can  be  viewed  through  a  small  portal  by  the  employee 
operating  the  police  telephone  switchboard,  who  also  operates  the 
electrical  door  locking  mechanism. 


There  are  two  other  doors  accommodating  egress  and  ingress  to  the 
public  hallway.     They  are  positioned  in  the  communications  area 
proper  and  are  maintained  in  a  locked  position  and  can  only  be  opened 
from  the  inside.     Both  are  designated  as  emergency  exits.     The 
doors  are  solid  core  wooden  construction  covered  with  heavy  plastic 
panels  and  are  equipped  with  slide  bolts. 


Three  additional  exits  are  located  on  the  northeast  side  of  the  com- 
munications room.     One  provides  access  to  a  woman's  restroom  and 
is  controlled  by  a  pushbutton  combination  lock.     The  door  is  con- 
structed of  steel  and  high  impact  plastic.     The  other  two  are  standard 
construction  wooden,    solid  core,  doors  which  are  controlled  by 
standard  pushbotton  door  knob  locks  that  are  not  keyed  requiring 
that  they  be  unlocked  from  the  communications  area.      They  provide 
access  to  a  conference  room  adjacent  to  administrative  offices  of 
the  Criminal  Information  Division. 


Evaluation 

Consultant  was  informed  that  the  present  allocation  of  a  captain's 
position  to  Communications  Division  is  a  relatively  recent  admini- 
strative action  brought  about  by  circumstances  unrelated  to  any 
perceived  need  to  provide  a  higher  level  of  command  to  the  function. 
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Regardless  of  the  reason  for  the  present  assignment  of  a  captain  to 
communications,    it  is  POST's  view  that  the  position  should  be 
considered  permanent  and  utilized  on  an  ongoing  basis. 


The  Communications  Division  is  too  important  to  the  department's 
field  policing  efforts  to  denigrate  it  by  understaffing  at  the  command 
level  or  by  utilizing  the  division  as  a  dumping  ground  for  personnel 
with  medical  or  disciplinary  problems.     There  appears  little  doubt 
that  the  department's  efforts  to  upgrade  communications  would  have 
been  made  easier  if  command  and  planning  continuity  had  been  main- 
tained under  a  knowledgeable,    and  dedicated  commander. 


Placement  of  the  recently  added  administrative  offices  is  very  good. 
The  utilization  of  glass  partitions  to  accommodate  visual  control  of 
the  complaint  and  dispatch  center  is  excellent  and  should  provide  a 
stablizing  effect  to  employee  conduct. 


It  is  obvious  that  security  was  considered  a  vital  element  of  the 
communications  program.      The  use  of  closed  circuit  television  to 
monitor  visitors  and  the  double  doors  at  the  main  entrance  is  sound. 
Emergency  exit  doors  opening  onto  the  public  hallways  have  also 
received  careful  attention.     Both  have  been  strengthened  by  installa- 
tion of  high  impact  plastic  panels  and  heavy  duty  slide  bolts. 


There  are,    however,   three  doors  that  weaken  overall  security.     One 
is  the  door  leading  to  the  women's  restroom.       Although  it  is  struc- 
turally secure  it  is  operated  by  a  coded  locking  device  which  has  not 
been  recoded  for  quite  some  time.     Obviously,   the  code  is,    and  must 
be,    common  knowledge  to  all  current  female  employees.       It  is  also 
known  by  the  employees  who  have  left  the  department  for  various 
reasons. 


It  is  recommended  that  the  code  be  changed  at  reasonable  intervals  in 
order  to  restrict,    as  much  as  possible,    the  information  to  current 
employees. 


Two  other  doors  provide  access  to  communications  from  the  admini- 
strative area  of  Criminal  Information  Division.  They  are  controlled 
by  pushbutton  locks  but  are  not  equipped  with  back-up  slide  bolts  or 
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plastic  panels.     They  should  be  so  equipped  in  order  to  insure  the 
integrity  of  the  security  system. 


E  e  commendations 

Continue  the  assignment  of  a  captain  to  communications. 


Recode  the  locking  device  on  the  door  to  the  women's 
restroom  at  reasonable  intervals. 


Equip  the  doors  leading  to  the  Criminal  Information 
Division  with  high  impact  plastic  panels  and  slide  bolts. 


Personnel 

There  are  presently  124  personnel  assigned  to  the  communications 
function  as  follows: 

Sworn  Nonsworn 

Captain                                                   1               Dispatcher  57 

Lieutenant                                            3               Intermediate  clerk-  1 
Sergeant                                                6                      typist 

Police  officer                                 19               Telephone  operators  15 

Cadets  (i  time)  9 

Total  29  95 


There  are     seven  personnel  not  included  in  the  division's  total  per- 
sonnel as  depicted.     They  are  assigned  to  the  operations  center 
which  is  housed  at  communications  on  weekends  and  at  night  from 
4  p.m.    to  8  a.m.     There  are  four  police  officers,    two  station  officers 
and  one  cadet  assigned  to  the  function. 


The  operations  center  is  a  function  of  the  Administrative  Bureau. 
Communications  provides  only  staff  supervision  during  the  hours 
that  the  bureau  offices  are  closed;  however,  one  communications 
officer  is  regularly  assigned  to  provide  weekend  relief  for  the  center. 
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Assignment  of  Personnel  -    Personnel  are  assigned  to  three  basic 
platoons,   with  minor  deviations  to  provide  overlap  shifts  during 
peak  workload  periods. 


Of  the  three  lieutenants  allocated  to  communications,    only  two  are 
assigned  as  platoon  commanders,    one  from  3  p.m.   to  11  p.m.,   the 
other  from  11  p.m.   to  7  a.m.     The  third  is  on  extended  disability. 
The  six  sergeants  are  assigned  as  supervisors,    two  for  each  platoon. 
All  personnel,    sworn  and  civilian,    rotate  through  complaint  and 
dispatch  positions. 


Two  dispatchers  are  assigned  full  time  to  duties  other  than  dispatching. 
One  is  responsible  for  in-house  dispatching  training  while  the  other 
functions  as  an  administrative  aide  with  additional  responsibility  for 
the  storage,    control  and  copying  of  the  24-hour  tapes  generated  by 
communications. 


Although  there  are  13  CETA  positions  assigned  to  communications, 
only  11  are  being  trained  in  communications  functions.     Two  are 
functioning  as  telephone  switchboard  operators. 


Personnel  Distribution  -    Sworn  personnel  are  assigned  as  follows: 

7  a.m.    -  3  p.m.  8  officers 

3  p.m.    -   11  p.m.  5  officers 

11  p.m.    -  7  a.m.  6  officers 


Fifty-two  civilian  dispatchers  are  assigned  the  following  hours:* 

7  a.m.    -  3  p.m.  9  dispatchers 

11  a.m.    -  7  p.m.  9  dispatchers 

3  p.m.    -   11  p.m.  13  dispatchers 

7  p.m.    -  3  a.m.  8  dispatchers 

11  p.m.    -  7  a.m.  13  dispatchers 


Nine  cadets  are  assigned  to  half-time  duty  as  follows: 

7  a.m.    -  3  p.m.  2  cadets 

3  p.m.    -   11  p.m.  7  cadets 
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Fifteen*  telephone  switchboard  operators   (including  one  supervisor) 
are  assigned  to  provide  around  the  clock  staffing  as  follows: 

6  a.m.    -  2  p.m.  1  operator 

7  a.m.    -  3  p.m.  1  operator 

8  a.m.    -4  p.m.  4  operators 
9a.m.    -  5  p.m.  1  operator 

3  p.m.    -   11  p.m.  4  operators 

4  p.m.    -  midnight  1  operator 
11  p.m.    -  7  a.m.                     3  operators 


The  watch  hours  for  the  various  positions  depicted  represent  total 
personnel  assigned  without  allowance  for  normal  time  off,   vacation 
or  disability. 


Example  staffing  averages  for  the  three  basic  watches  (excluding 
supervisory  personnel,    telephone  switchboard  operators  and  trainees) 
during  a  typical  24-hour  (mid-week)  period  in  June   1977  was: 

7  a.m.    -  3  p.m.  17.2  personnel 

3  p.m.    -   11  p.m.  19        personnel 

11  p.m.    -  7  a.m.  16.5  personnel 


Variations  in  personnel  ran  from  a  low  of  14  from  7  a.m.   to  9  a.m.   to 
a  high  of  21  from  7  p.m.    to  1 1  p.m.     The  periods  of  highest  deploy- 
ment were  10  a.m.   to  3  p.m.   with  19  personnel  and  7  p.m.   to  1 1  p.m. 
with  21  assigned. 


Positions  staffed  during  the  period  included;  radio  dispatcher,    com- 
plaint positions,    police  switchboard  ("Ring-In"),    teletype  operator, 
and  relief.     Total  manhours  expended  for  the  24-hour  period  was  422. 


Based  on  present  shift  relief  factors  personnel  work  6.  5  hours  out  of 
an  eight  hour  shift.     Therefore,    it  would  require  65  personnel  to 
provide  422  hours  of  service.     If  65  personnel  were  consistently 
assigned  throughout  the  month,    it  would  require  a  total  allocation 
of  104  position  operators,   which  is  slightly  in  excess  of  the  present 
number  of  personnel  available  for  such  assignment.     This  figure 
reflects  a  relief  factor  of  1.  6  for  vacations,    sick  time  and  days  off, 
(65  x  1.6404). 


*Does  not  include  two  CETA  trainees. 
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Obviously,   there  will  be  days  where  staffing  needs  may  vary,    however, 
inasmuch  as  the  example  period  depicted  was  for  midweek,    it  is 
likely  that  staffing  needs  would  be  more  for  other  periods  of  the 
week  rather  than  less. 


There  are  presently  11  CETA  employees  being  trained  who  are  not 
yet  capable  of  regular  shift  assignment.     Training  of  personnel  is 
provided  in-house  consisting  of  two  weeks  classroom  instruction 
followed  by  two  weeks  of  position  training  then  a  final  two  weeks  of 
classroom  instruction  before  permanent  assignment. 


Evaluation 

It  is  POST  view  that  a  major  problem  plaguing  the  communications 
function  has  been  a  lack  of  personnel  continuity.      This  appears  to 
have  been  primarily  caused  by  utilizing  sworn  personnel  on 
temporary  loan,    and  CETA  positions  to  provide  communications 
service. 


These   factors  have  contributed  to  a  lack  of  continuity  in  position 
training  and  assignments  and  have  adversely  affected  the  employees 
feeling  of  worth  and  unity  of  purpose  that  is  vital  to  the  development 
of  strong  group  identification  and  individual  pride.     The  department 
has  begun  to  rectify  this  problem.     This  is  evidenced  in  the  marked 
reduction  of  sworn  personnel  assigned  to  communications.     At  the 
time  of  consultant's  first  visit  in  January  1977,   there  were  about  35 
officers  excluding  supervisory  personnel  assigned  to  the   function, 
both  permanently  and  on  temporary  loan.     As  of  June  1977,    the 
number  had  been  reduced  to  19,    excluding  supervisors. 


Consultant     was  informed  that  the  practice  of  routinely  assigning 
sworn  personnel  from  the  district  stations  for  three  month  training 
periods  has  been  discontinued  which  accounts  for  the  drastic  reduction. 


It  is  recommended  that  the  policy  be  expanded  and  continued  until  all 
sworn  positions,    excluding  supervisory  and  administrative  personnel, 
have  been  replaced  by  properly  trained  civilians. 
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Undoubtedly  opinions  will  differ  on  the  efficacy  of  staffing  the  super- 
visory radio  channel  (Channel  V)  with  civilians.     This  is,    however, 
the  present  practice  on  one  of  the  three  watches.     There  does  not 
appear  to  be  any  valid  reason  why  the  practice  should  not  be  expanded 
to  include  all  of  the  watches.       Obviously,    only  the  most  experienced 
and  reliable  personnel  should  be  utilized  in  the  position.     Those 
persons,   backed-up  by  sergeant  supervisors  on  each  watch,    should 
assure  proper  functioning. 


The  utilization  of  CETA  employees  should  be  closely  examined.     The 
program's  primary  thrust  is  to  train  unskilled  persons  and  once 
trained  absorb  them  as  permanent  employees.     A  study  should  be 
conducted  to  determine  the  success  rate  of  the  program  in  regards 
to  communications.     If  the  program  is  not  working  in  the  best 
interests  of  communications  or  the  employee  hiring  practices  should 
be  altered. 


Present  staffing  of  three  lieutenants  as  platoon  (shift)  commanders 
should  be  continued.     One  should  be  regularly  assigned  to  the  3  p.m. 
to  1 1  p.m.    shift  and  one  to  the  11  p.m.   to  7  a.m.    shift.     The  third 
should  provide  relief. 


It  is  not  recommended  that  a  lieutenant  be  regularly  assigned  to  the 
day  shift,   Monday  through  Friday,    inasmuch  as  the  captain  can,  and 
should,    function  in  the  dual  capacity  of  manager  and  administrator. 
It  will,    however,   be  necessary  for  a  lieutenant  to  provide  weekday 
relief  in  instances  of  extended  command  absence.     One  lieutenant 
cannot  provide  relief  for  days  off  for  both  night  shifts  and  cover  both 
weekend  days  as  well.     If  experience  dictates  the  need  for  weekend 
day  coverage,   the  night  shift  lieutenants  should  be  encouraged  to  take 
their  respective  days  off  during  the  least  busy  periods  of  their  shifts 
in  order  that  the  relief  lieutenant  be  utilized  where  most  needed. 


The  present  allocation  of  six  sergeants  is  adequate  and   should  be 
maintained  to  insure  that  a  first  level  supervisor  is  available  on  each 
shift,    seven  days  a  week.     The  allocation  of  position  operators 
(dispatchers  and  compliant  personnel)  appears  reasonable  based  on 
the  number  of  positions  normally  staffed,    coupled  with  the  shift 
relief  factor.     Staffing  needs,    however,    are  not  supported  by  current 
documented  workload  and  time  use  studies.     Also,    needs  may  change 
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once  the  proposed  911  system  is  activated.     It  is  estimated  that  12 
complaint  positions  will  be  required  during  peak  hours  to  handle  the 
calls -for- service  workload  upon  implementation  of  the  system. 
Estimates  are  based  on  the  police  call  load  now  experienced  at  the 
telephone  switchboard.     It  is  also  possible  that  interim  changes  may 
be  made  in  the  current  telephone  system  before  final  implementation 
of  911.      The  design  and  extent  of  the  possible  changes  has  not  yet 
been  decided  by  the  department;  therefore,   the  probable  impact  on 
staffing  cannot  be  analyzed. 


It  is  recommended  that  current  workload  and  time  use  studies  be 
conducted  on  each  shift  so  that  comparisons  may  be  made  with  demands 
occasioned  by  future  changes. 


R  ecommendations 

Continue  to  replace  sworn  personnel  with  trained 
civilians,    except  for  supervisory  and  administrative 
positions. 


Examine  the  CETA  employee  hiring  program  to  deter- 
mine if  it  is  serving  the  best  interests  of  communica- 
tions and  the  persons  so  employed. 


Maintain  the  present  staffing  level  of  lieutenants  and 
sergeants. 


Maintain  the  present  staffing  level  of  position  operators 
until  such  time  as  workload  and  time  use  studies  are 
conducted  on  each  shift  documenting  actual  personnel 
needs. 


Receipt  of  Calls  for  Service 

Procedures  utilized  by  the  San  Francisco  Police  Department  in 
responding  to  requests  for  police  service  are  functionally  divided  into 
three  major  areas:     (1)  the  acceptance  of  telephone  calls  at  a  main 
switchboard,    (Z)  the  referral  of  calls  for  police  assistance  to  trained 
complaint  evaluators,    and  (3)  radio  dispatching  of  field  units  to  pro- 
vide the  called-for  service. 
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Acceptance  of  Calls  at  the  Main  Switchboard 

All  incoming  calls  for  the  police  department,    except  interdepart- 
mental calls  and  direct  in-dial  calls,   are  received  at  a  five  position 
PBX  which  is  usually  staffed  by  three  operators.     The  unit  is  located 
within  the  confines  of  communications,    separate  from  other  functional 
activities,   and  serves  all  of  the  governmental  offices  housed  in  the 
Hall  of  Justice  as  well  as  the  police  department. 


Each  operator  position  has  80  incoming  trunk  lines,    30  of  which  are 
activated  with  the  dialing  of  the  published  police  emergency  telephone 
number  (553-0123).     "When  answering  those  lines,    operators  state 
"police  department.  "    Another  30  lines  are  activated  by  dialing  the 
published  Hall  of  Justice  telephone  number  (553-9111)  and  are 
answered  by  stating  "Hall  of  Justice.  "    Five  other  lines  are  utilized 
by  operators  to  request  ambulances.     Another  15  lines  are  activated 
by  dialing  the  unpublished  police  department  garfield  series. 


Incoming  calls  for  police  service  are  evaluated  by  the  switchboard 
operators.     Noncomplaint  calls,    such  as  persons  inquiring  regarding 
a  previous  police  action  (traffic  citations,    traffic  accident  or  case 
status  information)  are  directed  to  the  appropriate  source.     Com- 
plaint calls  are  classified  as  either  emergencies  or  nonemergencies 
and  are  handled  as  follows: 

Emergency  calls  are  immediately  forwarded  by  the  switchboard 
operators  to  communications  personnel  via  "hot  lines".     Such 
calls  are  normally  answered  on  the  first  or  second  ring  at  com- 
munications. 

Nonemergency  calls  are  routinely  routed  over  one  of  the  12  lines 
extending  from  the  switchboard  to  the  "Automatic  Call  Distri- 
bution System"  (ACDS).     Calls  are  then  routed  by  ACDS  to  the 
first  available  complaint  operator. 

Calls  for  service  may  occasionally  exceed  the  complaint  operators 
ability  to  respond.     In  those  instances  ACDS  holds  the  calls, 
in   order  received,    until  a  complaint  operator  is  available. 

Consultant  was  informed  that  dropped  calls  occur  when  callers 
become  impatient  and  hang  up  instead  of  waiting  for  service. 
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Referral  Qf  Calls  for  Police  Service  to  Complaint  Operators 

There  are  eight  primary  complaint  positions,    and  two  secondary- 
positions  being  utilized  at  the  present  time.     Additionally,    four  new 
positions  have  been  recently  added  in  preparation  for  conversion  to 
a  911  telephone  system  sometime  in  the  future;  however,   they  are 
not  yet  in  operation. 


Two  of  the  primary  positions  are  occupied  by  tow-away  operators  who 
deal  exclusively  with  requests  for/and  information  regarding  towed 
vehicles  (vehicle  impounds). 


Personnel,    in  varying  numbers,    are  assigned  to  complaint  positions 
around  the  clock  to  receive  and  evaluate  calls  for  police  service. 
Complaint  positions  consists  of  a  desk- style  console  equipped  with 
a  cathode- ray  tube  terminal  and  typewriter- style  keyboard.      This 
CRT  terminal  provides  access  to  the  departments  records  system 
(cable),    Police  Information  Network  (PIN),    National  Crime  Informa- 
tion Center  (NCIC)  and  the  California  Law  Enforcement  Telecommuni- 
cations System  (CLETS),    and  various  department  elements. 


The  console  also  includes  two  telephones,    one  a  standard  dial  design 
for  calling  out  and  receiving  incoming  calls,    including  emergency 
(hot  line)  calls  directed  by  switchboard  operators;  and  the  other 
consisting  of  a  bank  of  pushbutton  line  selectors  and  a  headset 
receiver  that  operates  off  the  Automatic  Call  Director  System  (ACDS) 
equipment. 


Only  one  selector  button  is  of  concern  to  the  complaint  operator; 
that  is  the  button  that  controls  incoming  calls  from  ACDS.     When 
the  button  is  depressed  ACDS  can  direct  a  call  to  the  complaint 
operator.     When  "out"  ACDS  must  direct  the  call  to  the  next 
available  operator,    or  hold  the  call  until  an  operator  becomes 
available.     Also  supplied  to  each  console  is  a  30-minute,    continuous 
belt,    tape  recorder  that  automatically  records  the  telephone  conver- 
sation between  the  caller  and  operator.     Tape  information  is 
immediately  available  for  play-back  for  30 -minutes  after  the  initial 
recording.     After  which  time,    it  begins  to  record  over  the  previous 
information,  thus,    erasing  the  tape. 
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When  the  complaint  operator  receives  a  call  for  service,  a  radio 
dispatch  form  is  utilized  to  record  the  initial  primary  information. 
Once  it  is  determined  that  it  will  be  necessary  to  dispatch  a  police 
unit  to  handle  the  complaint,   the  operator  completes  the  radio 
dispatch  form  and  routes  it  to  the  appropriate  radio  dispatcher,   via 
belt  conveyor. 


The  dispatch  form  comes  in  two  colors,  white  for  routine  calls  and 
salmon  colored  for  more  urgent  calls.     They  are  identical  in  format 
and  are  designed  to  capture  four  times:    time  call  received;  time 
unit  dispatched;  time  unit  arrives  at  scene;  and  time  unit  returns  to 
service.     It  also  provides  spaces  for  the  identity  of  the  complaint 
operator,    location  of  incident,    radio  code,    and  dispatching  code. 


The  dispatching  code  consists  of  the  letters  A,    B,    and  C  which 
is  used  in  conjunction  with  the  color  coding,    i.  e.  ,    a  salmon  colored 
form  with  a  letter  "A"  must  be  broadcast  immediately.     If  a  letter 
"B"  it  may  be  held  up  to  10  minutes  and  a  "C"  up  to  15  minutes 
before  dispatching. 


Both  forms  receive  the  same  letter  coding  except  for  the  letter  nA" 
which  is  used  only  on  the  salmon  colored  form.     The  salmon  form 
takes  prescendence  over  the  white  when  both  are  coded  the  same. 
For   example,    if  a  dispatcher  has  a  white  form  coded  "B"  and  a 
salmon  colored  form  coded  "B",   the  call  recorded  on  the  salmon  form 
will  be  dispatched  first. 


Another  important  task  performed  by  the  complaint  operator  at  the 
time  the  dispatch  form  is  completed  is  the  entering  of  the  sector 
(beat)  number  on  the  form  which  is  utilized  by  the  dispatcher  in 
assigning  the  call. 


A  vertical  address  file  is  maintained  at  each  complaint  position  which 
provides  the  sector  (beat)  number  for  all  city  addresses. 


Once  the  dispatch  form  is  complete  the  complaint  operator  places  it 
on  one  of  four  color  coded  conveyor  belts  for  transfer  to  dispatching. 
Each  radio  dispatching  position  is  identified  by  a  specific  color 
corresponding  with  the  conveyor  belt  color.     Channels  4  and  4a  are 
serviced  by  a  single  conveyor  track. 
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Radio  Dispatching 

There  are  five  primary  radio  dispatching  positions  responsible  for 
the  following  districts  and  specialized  units: 

Channel  I    -  Companies  F-G-H-I  and  K  (traffic) 

Channel  II-  Companies  C  and  D,    Z  units  (housing  police), 

Unit  3P9  (canine  unit),    3E22  (police  tow  truck)  and 
Company  K  (traffic) 

Channel  Ill-Companies  A,   B,    and  E,    and  T  units  (CSTF) 

Company  K  (traffic)  property  clerk,   inspectors 
units,    headquarters  units,    and  administration 

Channel  IV-A.  I.  B.  ,    Solo  motors,    3  wheelers,    (sworn  and 
civilian),   traffic  education  units,    out-of-state 
vehicle  license  unit,    hit  and  run  inspectors, 
requests  from  all  field  units  for  information  on 
persons,   vehicles,    and  tow  requests. 

Channel IVA -(Citywide  I)  -  fixed  post  traffic  control,    and 

requests  from  all  field  units  for  information  on 
persons,   vehicles,    and  tow  requests. 

Channel  V  -(Supervisory  Channel)  Narcotics,    B.  S.  S.  ,    Chief's 
Investigative  Unit,   U.  C.    state  police,    rebroad- 
cast  all    unit   calls,    take  over  dispatching  in 
emergency  cases  when  necessary,   broadcasts 
the  channel  sign  hourly,   and  broadcasts  local 
teletype  information  if  required. 

Channel  V  -(Citywide  II)  -  Board  of  Supervisors  -  C.  S.  T.  F. 
(Citywide  III)  -  C.S.  T.  F.    -  Muni  transit  patrol, 
CLEMAE   (point-to-point)  monitoring,   monitoring 
channel  II  of  the  emergency  hospital  system. 


Each     position  is  equipped  with  a  CRT  terminal  and  a  standard  tele- 
phone for  calling  out  and  receiving  incoming  calls,    including  emer- 
gency "hot  line"  calls.     The  positions  are  not,   however,    connected 
with  the  ACDS  system.     A  recorder,   with  30-minute  capacity,    is 
also  supplied  to  each  position  to  record  "hotline"  calls  handled 
directly  by  the  dispatcher.     Upon  receipt  of  a  completed  radio  dis- 
patch form  the  concern  dispatcher  assigns  the  sector  car  to  the  call 
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(as  indicated  on  the  form  by  the  complaint  operator)  or  if  not  avail- 
able, then  to  the  nearest  district  car  or  nearest  car  of  an  adjoining 
district. 


There  is  no  formal  unit  status  system  being  used  at  this  time.     Dis- 
patchers instead  rely  on  an  "active"  and  "inactive"  system  of  filing 
dispatch  forms.     Each  dispatcher  has  a  metal  box  which  is  divided 
into  compartments  titled  "active"  and  "inactive".     A  set  of  compart- 
ments is  maintained  for  each  police  district  served  by  an  individual 
dispatcher.     Upon  assigning  a  unit  the  dispatcher  places  the  dispatch 
form  in  the  "active"  compartment  of  the  concerned  district.     When 
the  unit  returns  to  service  the  dispatcher  transfers  the  dispatch  form 
from  the  "active"  to  "inactive"  file  compartment.     Checking  the 
status  of  a  particular  unit  requires  a  search  of  the  "active"  or 
"inactive"  file  which  in  most  instances  will  include  units  from 
multiple  districts. 


Completed  dispatch  forms  are  held  at  the  dispatch  positions  until 
collection  by  the  person  assigned  to  teletype  duties.     Collections  are 
made  at  midnight,    8  a.m.   and  4  p.m.    After  collection  the  number 
of  calls,  by  shift,    is  entered  on  a  recap  sheet  that  is  sent  daily  to 
the  department's  statistical  section  where  the  data  is  compiled. 
The  forms  are     segregated  into  groups,    i.  e.,    district  stations,   traffic, 
mail  out  reports,    etc.  ,    and  filed  by  date.     They  are  maintained  for 
three  years  then  destroyed. 


Radio  Channel  V  is  considered  the  supervisory  channel.     The  position 
is  manned  during  the  day  watch  7  a.m.   to  3  p.m.    and  from  11  p.m. 
to  7  a.m.  by  a  sworn  officer.     From  3  p.m.   to  1 1  p.m.    it  is  manned 
by  a  senior  civilian  dispatcher.     Although  the  position  is  assigned 
responsibility  for  communication  activities  for  a  few  miscellaneous 
elements, its  primary  responsibility  is  overseeing  and  assisting  the 
other  dispatching  positions  and  for  monitoring  various  systems 
maintained  by  communications  which  includes:    the  statewide  micro- 
wave frequency;  the  closed  circuit  television  coverage  of  the  main 
entrance  to  communications;  the  ACDS    system  and  monitoring 
the  status  of  the  various  relay  stations  located  throughout  the  city. 
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Stacking  of  Calls 

As  with  most  larger  police  departments  it  is  not  uncommon  during 
busy  periods  to  experience  a  demand  for  routine  types  of  police 
service  that  exceeds  the  department's  ability  to  immediately  respond. 
Normally,   this  will  occur  in  specific  geographic  areas  of  the  city 
that  traditionally  experience  a  higher  demand  for  service.     These 
situations  are  seldom  caused  by  poor  communications  procedures 
or  equipment,   but  rather  by  a  lack  of  field  units  available  for 
assignment. 


The  department's  communications  function  can  only  react  by 
"stacking"  calls  until  sufficient  units  are  available  to  handle  the 
backlog  of  calls.     Stacking  of  calls  places  complaint  personnel  in 
the  awkward  position  of  attempting  to  provide  the  person  requesting 
police  assistance  with  a  credible  estimate  as  to  how  long  it  will  be 
before  an  officer  can  respond  to  the  scene. 


In  order  to  assist  the  complaint  personnel  in  providing  the  estimates, 
communications  has  innovated  a  visual  aid  showing  the  approximate 
number  of  stacked  calls.     The  device  is  a  large  board  listing  each  of 
the  nine  district  police  stations.      The  board  is  covered  with  glassine 
paper  on  which  a  running  count  of  stacked  calls,   by  district  is  recorded. 
The  board  is  visible  to  all  complaint  personnel. 


Consultant  was  informed  that  if  a  particular  district  (or  districts) 
was  experiencing  a  chronic  stacking  problem  that  communication 
would  telephonically  inform  the  watch  commander  of  the  concerned 
district  of  the  problem.     It  was  further  indicated  that  generally  the 
same  two  or  three  "downtown"  districts  chronically  experienced 
stacking  problems.     Apparently,    little  corrective  action  can  be 
instituted  at  the  district  level  in  response  to  this  ongoing  situation, 
primarily  because  of  the  present  Field  Operations  Bureau  personnel 
allocation  policy  which  does  not  consider  stack  time  as  an  allocation 
criteria. 


Miscellaneous  Activities 

Ring-In  Switchboard  -  Around  the  clock  staffing  of  a  police  telephone 
switchboard  is  provided  by  communications  personnel.  It  is  a  single 
position  board  that  services  a  network  of  police  call  boxes  scattered 
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throughout  the  city.     The  system  provides  field  personnel  with  secure 
access  to   district  stations  and  investigative  details  within  the  Hall 
of  Justice. 


No  call-load  data  was  available,    however,    it  was  stated  that  the 
operators  on  duty  from  7  a.m.   through  11  p.m.    could  not  properly 
handle  any  additional  duties.     The  operator  assigned  from  11  p.m.   to 
7  a.m.    is  however,   assigned  to  provide  teletype  service  in  addition 
to  routine  switchboard  duties. 


"Mail  Out"  Crime  Reports    -  Communications  is  also  responsible 
for  a  major  portion  of  the  department's  "mail  out"  crime  reporting 
program.     Calls  for  service  are  evaluated  by  complaint  officers  who 
are  responsible  for  identifying  those  cases  where  mailing  a  crime 
report  to  a  victim  for  completion  is  appropriate.     In  appropriate  cases 
the  complainant's  name  and  address  are  recorded  for  later  referrel 
to  the  clerk  assigned  to  days,   who  is  responsible  for  preparing 
address  lebels  and  affixing  them  to  prestuffed  envelopes  for  mailing. 


Evaluation 

The  present  system  of  receiving  telephone  calls  for  police  service 
and  dispatching  police  units  has  received  close  attention  by  the 
department  in  conjunction  with  the  proposed  911  emergency  telephone 
system  and  partially  implemented  computer  assisted  dispatching 
program.     Additionally,    a  study  funded  by  the  federal  Law  Enforcement 
Assistance  Administration,    of  the  total  communications  system  was 
recently  completed.     The  study  included  recommendations  directed 
towards  upgrading  the  present  telephone  system,    implementation  of 
the  911   system  and  completion  of  the  CAD  program. 


The  recommendations  are  sound  and  are  supported  by  POST.     It 
would  be  redundant  to  discuss  the  recommendations  further  other 
than  to  agree  that  their  eventual  implementation  will  correct  the 
mechanical  problems  presently  confronting  communications.     There 
is,    however,    one  concern  that  deserves  further  discussion.     That 
is  the  time  factor  that  is  associated  with  any  major  system 
change.     All  of  the  recommended  changes  are  dependent  on  substan- 
tial sums  of  money  which  may  or  may  not  be  available  to  the  depart- 
ment in  the  immediate  future. 
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Even  if  funds  are  immediately  forthcoming  the  proposed  changes 
will  require  a  year  or  two  before  full  implementation.    Presently, 
there  are  two  problems  that  should  receive  corrective  attention 
while  awaiting  the  proposed  changes.     They  are  the  lack  of  a  vehicle 
status  system  and  imbalance  of  workload  on  radio  channels. 


Vehicle  Status  -     The  present  communications  system  design  anti- 
cipated eventual  implementation  of  computer  assisted  dispatching 
which  would  negate  the  need  for  manual  dispatcher  control  over 
vehicle   (unit)  status.     Obviously,   this  has  not  occurred  nor  has  a 
manual  system  been  adopted  as  an  interim  measure  to  simplify  the 
dispatchers  work. 


It  is  recommended  that  a  manual  status  system  be  implemented 
while  awaiting  CAD.     Individual  status  boards  for  each  dispatch 
position  should  be  installed.     They  need  not  be  expensive  automated 
systems  but  rather  inexpensive  manually  activated  devices. 


One    example  would  be  a  metallic  board  on  which  two  sections  could 
be  painted.     One  section  for  available  units  by  district  and  the  other 
section  for  out-of-service  activities.     Small  magnetic  disks  repre- 
senting the  various  units  could  be  easily  shifted  from  section  to 
section  on  the  board  to  provide  immediate  status  information. 


Radio  Channel  Workload  -  A  study  of  channel  workload  should  be 
conducted.     It  is  obvious  that  channel  three  is  carrying  a  dispropor- 
tinate  amount  of  workload.     Data  obtained  from  the  recommended  study 
should  be  utilized  to  realign  the  channels  so  as  to  equalize  work  as 
much  as  possible. 


Stacking  Calls  -     The  stacking  of  calls  is  a  problem  beyond  the  res- 
ponsibility of  communications.     It  is  symptomatic  of  patrol  personnel 
allocation  policies  which  properly  should  be  addressed  by  the  Field 
Operations  Bureau. 


Communications  should,    however,    continue  to  document  the  stacking 
problem,    reporting  the  accumulated  data  to  the  Field  Operations 
Bureau  commander.     The  reporting  should  be  done  through  the 
Office  of  the  Support  Services  Bureau  commander. 
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Ring-In  Switchboard  -   Although  the  department  has  given  a  great 
deal  of  thought  to  the   primary  communications  system  it  does  not 
appear  that  the  "ring-in"  switchboard  system  presently  in  use  has 
received  a  fair  share  of  that  attention.     As  an  "around  the  clock" 
operation,   it  requires  three  operators  plus  four  and  one-half  hours 
of  relief  time  for  every  24-hours  of  service. 


"When  a  day  off,   vacation,   and  sick  time  relief  factor  is  added,   total 
personnel  required  to  maintain  the  service  increases  to  five.     Based 
on  the  fifth  year  salary  of  a  police  ring-in  operator,   times  five 
operators,   it  costs  the  department  about  $39,  000  per  year,    excluding 
the  daily  shift  relief  time  of  four  and  one-half  hours  and  employee 
fringe  benefits.     It  would  seem  that  these  positions  could  be  better 
utilized  in  a  more  vital  communications  function,    particularly  in 
view  of  future  manpower  needs  that  will  be  experienced  upon  imple- 
mentaion  of  911. 


One  of  the  primary  reasons  tended  by  some  department  members 
for  maintaining  the  system,   was  to  provide  "secure"  telephone 
communications  between  personnel  in  the  field  and  various  elements 
of  the  department.     This  might  be  a  valid  concern  if  all    telephone 
communications  presently  received  by  the  department  had  to  pass 
through  the  primary  switchboard.     Such,   however,    is  not  the  case  as 
most  department  offices  and  all  the  district  police  stations  may  be 
reached  by  direct  dial  telephone,    circumventing  the  switchboard. 


It  is  recommended  that  the  present  system  be  discontinued  and  field 
personnel  directed  to  utilize  the  public  telephone  system.     If  it  is 
decided  that  the  "ring-in"  system  must  be  retained,    then  a   feas- 
ability  study  should  be  conducted  to  determine  if  the  system  is  amen- 
able to  conversion  to  direct  dial,   negating  the  need  of  a  manually 
operated  switching  device. 


Recommendations 

Implement  a  manual  vehicle  status  system  for  each 
dispatch  position  pending  implementation  of  computer 
assisted  dispatching. 
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R  ecommendations  (continued) 

Conduct  a  radio  channel  workload  study  in  order  to 
equalize  workload  by  realigning  channel  responsibilities, 


Continue  documenting  call  stacking  problems  and  report 
them  to  the  commander  of  the  Field  Operations  Bureau. 


Discontinue  the  "ring-in"  system  and  direct  field 
personnel  to  use  the  public  telephone  system,  or 
convert  it  to  a  directed  dialing  system. 
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SECTION  X 


PROPERTY 


PROPERTY 
Property  Control 

Storage  Facilities 

The  police  department's  Property  Control  Section  is  positioned  in  the 
Support  Services  Bureau. 


The  section  is  open  Monday  through  Saturday,    excluding  court  holidays, 
from  8  a.m.   to  5  p.m.     It  is  responsible  for  most  departmental 
property,    evidence  and  supplies. 


The  Property  Section  is  located  on  the  basement  floor  of  the  Hall  of 
Justice,    Room  G  25.     There  are  approximately  14,000  square  feet  of 
space  allocated  for  property  storage.     The  storage  area  is  divided, 
generally,    into  two  primary  sections;  the  main  property  room  and  the 
extended  storage  room. 


The  main  property  room  contains  approximately  4,  200   square  feet. 
The  area  accommodates  a  lobby,    service  counter  and  storage  space 
for  evidence  and  found  property.     Also  included  in  the  main  property 
room  is  an  area  utilized  for  the  storage  and  disbursement  of  depart- 
ment uniforms  and  uniform  equipment,    i.e.  ,    service  revolvers, 
holsters,    handcuffs,   batons,   helmets,    etc. 


There  are  two  offices  adjacent  to  the  main  property  room;  one  is 
utilized  for  displaying  property  to  crime  victims  for  identification 
and  as  an  employee  lunch  room  and  the  other  is  the  lieutenant's 
administrative  office. 


Open-face  metal  shelves  and  steel  file  cabinets  are  used  for  property 
storage.      Larger  items  or  multiple  items   (involved  in  single  case) 
are  stored  on  open-face  shelves.     Handguns  and  other  items  suit- 
able for  packaging  in  a  single  evidence  envelope  are  stored  in  file 
cabinet  drawer. 
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Money  and  items  of  high  value  are  stored  in  a  walk-in  safe  adjacent 
to  the  lieutenant's  office.     The  safe  and  exterior  doors  of  the  Property 
Section  are  equipped  with  alarms  that  are  activated  at  closing  by 
Communications  Division  at  the  telephonic  request  of  the  Property  Sectiorn 
Alarm  deactivation  is  accomplished  in  the  same  manner. 


Narcotics  are  stored  at  the  criminalistics  lab,   as  are  used  breath- 
alyzer ampules.     Blood  and  urine  specimens  are  analyzed  and 
maintained  by  the  Department  of  Public  Health.     Explosives  are 
stored  at  the  police  firearms  range.     There  is  no  written  policy 
pertaining  to  the  maximum  caliber  of  fixed  ammunition  that  may  be 
stored  at  property. 


Property  is  stored  in  the  main  property  room  until  released  or  until 
such  time  as  the  room  reaches  its  storage  capacity;  whereupon  the 
property  that  has  been  in  custody  the  longest  is  transferred  to  the 
extended  storage  room.     The  extended  storage  room  contains 
approximately  7,  200  square  feet  which  is  utilized  to  store  overflow 
property  from  the  main  property  room  and  property  requiring 
storage  beyond  normal  disposition  time.     It  also  accommodates  a 
temporary  storage  area  for  large  items,    a  gun  room  where  firearms 
are  dismantled  prior  to  destruction,   and  a  walk-in  cooler  for  items 
requiring  cold  storage.     Included  within  the  cooler  is  a  chest-type 
freezer. 


Additional  storage  space,  which  is  separate  from  the  primary 
Property  Section  is  allocated  as  follows:     approximately  1,400  square 
feet  for  department  supplies;  and  approximately  2,700  square  feet 
for  motorcycles,  motorscooters,     auto   parts,   and  bicycle  storage. 
The  responsibility  for  the  storage  and  release  of  bicycles  lies  with 
youth  services  while  auto  theft  inspectors  are  responsible  for  the 
remaining  items. 


Access  to  the  Property  Section  is  closely  controlled.  Each  employee 
is  furnished  with  a  key,  and  one  extra  key  is  maintained  in  the  opera- 
tions center  at  communications  for  night  time  emergency  use. 


Persons  entering  the  Property  Section,    other  than  assigned  personnel, 
are  required  to  sign  in  and  out  of  a  log  which   indicates  the  date  and 
time  of  entry  and  departure. 
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Evaluation 

There  is  adequate  storage  space  at  the  present  time;  however,    con- 
tinued adequacy  of  space  depends  on  the  purging  practices  now  being 
followed  and  on  maximizing  existing  space  through  long-range  planning. 


Space  presently  utilized  for  uniform  storage  should  be  reallocated 
for  property   storage.     Uniform  storage  is  discussed  fully  in  the 
section  on  equipment  and  supplies. 


Present  procedures  for  the  handling  of  narcotics,   breathalyzer 
ampules,    and  blood  and  urine  specimens  are  valid  and  should  be 
continued.     The  items  are  unique  in  their  routine  need  for  labora- 
tory analysis  and  protection  against  contamination.     Also, the  person 
receiving  these  types  of  evidence  is  usually  responsible  for  the 
analysis,    storage  and  presentation  to  the  court  in  a  manner  that 
assures  the  continuity  of  the  chain  of  evidence. 


There  is, however,   no  valid  reason  to  further  strain  administrative 
control  of  the  property  function  by  assigning  the  responsibility  for  the 
storage  and  control  of  bicycles  to  Youth  Services  Division  and  the 
storage  and  control  of  motor  vehicles,    and  vehicle  parts  to  the  Auto 
Theft  Section. 


Besides  weakening  administrative  control,    the  present  procedure 
necessitates  the  expenditure  of  clerical  time  by  two  additional 
department  elements  in  preparing  and  maintaining  property  records. 


It  is   recommended  that  with  the  exception  of  narcotics,   breathalyzer 
ampules,    and  blood  and  urine  specimens,    all  property  coming  into 
the  custody  of  the  department  should  be  controlled  by  the  Property 
Section. 


R  ecommendation 

Assign  the  responsibility  for  the  control  of  all  property 
coming  into  department  custody  to  the  Property  Section, 
except  for  narcotics,   breathalyzer  ampules  and  blood 
and  urine  specimens. 
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Personnel 

As  of  April  1977,   there  were  ten  persons  assigned  to  the  Property- 
Section;  one  lieutenant,    five  patrolmen  and  four  civilians. 


Civilian  workers  are  classified  as  storekeepers  and,    except  for 
minor  exceptions,    are  assigned  to  perform  the  same  tasks  as  sworn 
personnel.      Two  of  the  storekeepers  are  assigned  primary  respon- 
sibility for  the  receipt,   maintenance  and  disbursement  of  department 
supplies  and  equipment,   which  are  stored  within  the  confines  of  the 
Property  Section.     Both  storekeepers  provide  part-time  assistance 
in  the  general  property  function. 


The  Property  Section  is  open  for  business  Monday  through  Saturday 
from  8  a.m.   to  5  p.m.,    excluding  court  holidays.     Saturday  staffing 
consists  of  one  sworn  officer  and  one  storekeeper.     If  unusual  circum- 
stances require  that  property  remain  open  on  a  court  holiday,    it  is 
staffed  by  sworn  personnel. 


Sworn  personnel  are  utilized  for  the  daily  property  pick-up  run, 
Monday  through  Friday,   to  collect  property  booked  at  district  stations. 


Evaluation 

There  is  no  valid  reason  to  staff  the  property  function  with  highly 
trained,    highly  paidi  police  officers.  The  present  storekeepers  can, 
and  are,    adequately  performing  the  necessary  tasks.     The  sworn 
positions,    including  the  supervising  lieutenant,    should  be  vacated 
and  replaced  with  civilian  personnel.     Adequate  lead  time  should  be 
allowed  for  the  selection  and  training  of  new  employees. 


It  is   recommended  that  personnel  assigned  to  property  control  duties 
be  reclassified  as  property  clerks. 


The  supervising  civilian  position  should  be  filled  by  the  best  qualified 
person  available  and  should  not  be  limited  to  the  present  four  civilian 
storekeepers.     It  is  expected  that  the  supervising  property  clerk 
would  be  a  working  supervisor  assisting  in  the  physical  aspects  of 
property  control. 
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It  was  indicated  that  a  desire  to  have  armed  personnel  on  duty  for 
security  reasons  led  to  the  assignment  of  sworn  officers  to  property. 


In  view  of  present  security  measures  controlling  access  to  the  Hall  of 
Justice,  this  seems  unnecessary.     If,    however,    security  is  still 
questionable,    additional  physical  security  measures  could  be  imple- 
mented which  would  negate  the  need  for  armed  personnel  in  property. 
Two  obvious     and  relatively  inexpensive  measures  that  could  be 
taken  are  the  installation  of  wire  mesh  screening  to  the  existing  public 
counter  and  panic  buttons  terminating  at  Southern  District  Station, 
which  is  located  on  the  ground  floor  of  the  Hall  of  Justice. 


The  present  six -day  per  week,    8-hours  per  day  operation  should  be 
discontinued.     The  Property  Section  should  be  open  around  the  clock, 
seven  days  a  week  to  accommodate  receipt  of  property  on  all  watches. 
This  would  negate  the  need  to  book  property  at  the  district  stations 
only  to  later  transfer  it  to  property. 


It  is  assumed  that  the  existing  staffing  level  of  ten  personnel  is  based 
on  experience  and  an  ongoing  demonstrated  need.     Therefore,    it  is 
recommended  that  the  staffing  level  remain  the  same  under  the  pro- 
posed changes.     A  total  of  ten  civilian  personnel,    including  the 
supervising  clerk  and  nine  property  clerks   should  be  adequate  to 
provide  around  the  clock  coverage. 


It  is  recommended  that  three  men  (including  the  supervisor)  be 
assigned  from  8  a.m.   to  4  p.m.  ,   two  from  4  p.m.   to  midnight  and 
one  from  midnight  to  8  a.m.     In  addition,    one  property  clerk  should 
be  assigned  to  the  equipment  and  supply  function,    exclusively,   Monday 
through  Friday  from  8  a.m.   to  4  p.m. 


Obviously,  the  recommended  watch  hours  and  staffing  levels  on  each 
watch  should  be  closely  evaluated  once  the  system  is  operational  and 
changes  made  where  necessary. 


Recommendations 


Discontinue  the  assignment  of  sworn  personnel  to 
the  property  function. 
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R  ecommendations   (continued) 

Staff  the  property  function  with  ten  civilians  as  follows: 

Supervising  Property  Clerk        1 
Property  Clerk  9 

Provide  around  the  clock  staffing  seven-days  per  week. 


Require  that  all  property  coming  into  the  department's 
custody  be  received  directly  into  the  Property  Section 
and  not  the  district  stations. 


Field  Procedures  for  Property  Booking 

Property  to  be  booked  enters  the  system  in  either  of  two  ways: 
property   is  brought  by  individual  officers  to  the  property  room  counter 
for  processing;  or  property  is  picked  up  at  the  district  stations  by 
Property  Section  personnel  who  provide  one  regularly  scheduled 
property  run  daily,   Monday  through  Friday. 


In  either  case,    property  is  processed  in  the  same  general  manner; 
the  booking  officer  marks,   packages,   or  tags  his  own  property  at  the 
district  station  or  Property  Section,    depending  on  the  type  of  property 
and  his  geographical  assignment. 


Property  for  identification  and  evidence  is  processed  as  follows: 

Narcotics 

Narcotics  is  placed  in  a  9"  x  12"  analyzed  evidence  envelope.     The 
gummed  flap  is  sealed,    then  hot  sealing  wax  is  affixed  to  the 
flap.     The  envelope  has  preprinted  formats  on  both  sides  for 
appropriate  information. 

Money 

Money  is  placed  in  a  3"  x  5"  envelope  which  has  a  listing  of  bill 
denominations  printed  on  the  exterior.     The  appropriate  number 
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of  bills  is  entered  beside  the  matching  denomination  on  the 
envelope.     The  officer  seals  the  3"  x  5"  envelope,    utilizing  a 
gummed  flap,    and  places  it  in  the  10"  x  13"  evidence  envelope 
which  is  sealed  by  gummed  flap.     The  officer  then  writes  his 
signature  across  the  flap  and  attaches  a  strip  of  clear  tape 
across  the  flap  and  signature.     The  evidence  envelope  is  designed 
for  use  for  both  property  for  identification  and  arrestee 
personal  property. 

Miscellaneous 

All  other    evidence  is  usually  packaged  in  the  evidence  envelope, 
size  permitting,    or  is  booked  without  packaging,    in  which  case 
a  property  tag  is  attached.     The  tag  is  imprinted  with  the   same 
general  information  that  appears  on  the  evidence  envelope. 


Normally  all  property  booked  at  district  stations,    except  narcotics, 
is  subject  to  transfer  by  property  personnel  during  the  regularly 
scheduled  daily  run.     However,    in  exceptional  cases  property  may  be 
transferred  directly  to  property  by  the  booking  officer  during  the 
hours  property  is  open. 


Narcotics  are  packaged  at  district  stations  and  immediately  trans- 
ferred to  the  Hall  of  Justice  by  the  booking  officer.     Narcotics  are 
delivered  directly  to  the  criminalistics  laboratory,   when  open,    or 
to  a  secure  narcotics  drop  on  the  fourth  floor. 


Property  Transfer 

Property  booked  at  district  stations  is  picked  up  once  daily,    Monday 
through  Friday,    by  property  personnel.     The  run  is  usually  made 
first  thing  in  the  morning.     No  regular  route  schedule  is  followed. 
Each  district  station  is  contacted  by  phone  to  see  if  there  is  property 
for  transfer,    if  not  they  are  not  visited. 


Upon  receipt  of  district  property  the  concerned  property  officer  signs 
a  3"  x  5"  Property  Delivery  Receipt  Form  (99)  that  is  filled  out  by 
district  personnel.      The  form  is  retained  by  the  transferring  district. 
The  property  officer  does  not,    however,   verify  all  property  received 
by  him.     Items  which  are  packaged  in  sealed  evidence  envelopes 
are  not  examined. 
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Evaluation 


It  has  been  previously  recommended  that  the  Property  Section  be 
operational  around  the  clock  to  accommodate  direct  booking  of 
property  taken  into  custody  by  field  officers. 


When  implemented,    some  current  procedures  will  necessarily  change; 
however,   packaging  will  remain  basicly  unchanged,   with  the  excep- 
tion that  the  contents  will  be  verified  by  the  property  clerk  at  the  time 
of  booking.    No  change  is  recommended  in  the  procedures  for  booking 
and  control  of  narcotics,   breathalyzer  ampules,    or  blood  and  urine 
specimens. 


Recommendation 

Require  verification  of  property  by  property  clerks  at 
the  time  of  its  receipt  at  the  Property  Section. 


Property  Section  Booking  Procedure 

Upon  receipt  of  property  at  the  Property  Section,   an  entry  is  made 
in  a  log  book  titled  "Record  of  Property".     The  entry  includes  the 
date  of  seizure,    name  and  assignment  of  booking  officer. 


At  the  time  of  entry,    a  property  identification  number  is  assigned 
which  is  comprised  of  the  corresponding  page  and  line  number  of  the 
log  entry,    i.e.,    149/23  -  page  149,    line  23.     The  number  serves 
as  an  index  to  the  log  entry.     The  number  is  entered  on  the  evidence 
envelope  or  property  tag  whichever  is  appropriate.      The  property 
is  then  stored,    either  on  open  shelves  or  in  file  drawers,    by  date  of 
occurrence.     Unusually  large  items  are  stored  in  selected  areas  on 
the  floor.     There  are  no  special  provisions  for  storage  of  flammables. 


Aside  from  the  initial  log  entry,   no  other  report  regarding  the 
receipt  of  property  is  maintained  at  the  Property  Section.     Upon 
final  disposition  of  the  property,   the  appropriate  entry  is  made  in  the 
record  of  property  log  book  opposite  the  original  entry. 
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Final  disposition  of  property  includes  release  to  owner,   by  order  of 
the  court,    disposal  by  sale  (auction),    destruction,    or  other  release 
as  ordered  by  the  concerned  police  inspector. 


Temporary  release  of  property  to  authorized  persons  is  controlled 
by  an  "in  and   out"  log  book  which  is  maintained  at  the  public  counter. 


Property  so  released  is  entered  into  the  log  along  with  the  date  and 
time  of  release  and  the  person  receiving  the  property.     Upon  return, 
an  entry  is  made  of  the  date  and  time  and  the  signature  of  the  person 
returning  the  property  is  entered  into  the  log  opposite  the  original 
withdrawal  information. 


The  "in  and  out"  book  is  audited  every  four  weeks.     Property  which 
has  been  outstanding  for  over  four  weeks  is  noted  with  a  red  "X" 
and  a  form  letter  is  directed  to  the  concerned  employee's  commanding 
officer  requesting  the  return  of  the  property  or  the  submission  of  a 
report  explaining  its  disposition. 


All  property  released  requires  the  completion  of  a  property  release 
report  (Form  158)  by  the  concerned  inspector.     The  release  of  all 
property,    regardless  of  its  category,    is  the  responsibility  of  the 
appropriate  element  of  the    Investigations  Bureau.     The  destruction  or 
auction  of  property,    however,    does  not  require  the  permission  of  an 
inspector. 


The  completed  release  form  is  assigned  a  release  number  and  is 
maintained  on  an  arch  board  in  numerical  order.     The  release  number 
is  entered  in  the  record  of  property  log  book  along  with  the  disposi- 
tion information.     Release  form  numbers  are  issued  consecutively. 
The  forms  are  maintained  at  the  Property  Section  for  a  period  of  ten 
years,   then  destroyed. 


Evaluation 

An  effective  system  of  property  control  is  one  in  which  incoming 
property  is  recorded,    verified,   and  stored  in  a  secure  place  by  a 
property  officer,    released  or  disposed  of  on  a  regular  schedule  at 
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the  earliest  time  consistent  with  legal  requirements,   and  each  item 
accounted  for  by  receipt  or  report,    showing  that  disposal  was  carried 
out  in  accordance  with  a  specified  law  or  proper  authorization. 


The  system  presently  in  use  by  the  San  Francisco  Police  Department 
generally  meets  these  criteria}  however,   the  procedures  utilized  to 
do  so  are  inefficient  in  that  they  are  unnecessarily  cumbersome  and 
time  consuming.     Two  prime  examples  are:     (1)  the  procedures  for 
recording  the  receipt,   movement  and  final  disposition  of  property; 
(2)  the  physical  storage  of  property. 


Recording  Procedures 

During  1976,  almost  29,  000  items  of  property  were  received  by  the 
Property  Section.  All  were  laboriously  entered  by  hand,  in  the  log 
book  that  functions  as  the  property  index  file. 


Log  entries  are  made  chronologically  which  requires  that  persons 
needing  to  access  the  log  book  know  the  date  of  entry.     Obviously, 
if  the  exact  date  is  not  known,    it  requires  a  page  by  page  search  to 
locate  the  entry.     To  further  aggravate  the  situation,   the  temporary 
release  of  property  is  controlled  by  another  log  book  (the  in-and-out 
log)  which  likewise  requires  a  lengthy  hand  entry.     It  is  also  a 
chronological  file  that  can  only  be  conveniently  accessed  by  date. 


Inasmuch        as  no  entry  of  temporary  releases  is  made  in  the  corres- 
ponding property  index  log  book,any  attempt  to  locate  missing 
property  necessitates  a  search  of  both  log  books.     Even  if  the  exact 
date  of  the  original  receipt  of  the  property  is  known,    a  page  by  page 
search  of  the  in-and-out  log  book  must  still  be  made. 


Control  of  property  that  has  been  temporarily  released  also  requires 
an  inordinate  expenditure  of  time.     Current  practice  is  to  audit  the 
in-and-out  log  every  four  weeks  to  determine  if  any  property  has 
been  out  beyond  a  reasonable  time.     This  task  requires  a  page  by 
page  inspection  of  the  log. 
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Also  of  concern  is  the  difficulty  that  can  be  experienced  by  property 
personnel  attempting  to  clarify  the  status  of  property  beyond  the 
information  presently  available  in  the  log  entry  or  on  the  evidence 
tag  or  envelope. 


Incident      report  numbers  pertaining  to  booked  property  are  not 
routinely  provided  with  the  property.     Clarification  may,  therefore, 
require  a  direct  query  of  the  booking  officer.     Obviously,    an  attempt 
to  directly  contact  an  officer,   who  in  many  instances  may  work  at 
night,    could  be  quite  difficult. 


The  final  disposition  of  property  also  requires  multiple  entries.     For 
example,    an  item  temporarily  released  may  be  entered  as  evidence 
at  a  trial  which  would  occasion  the  preparation  of  a  property  release 
form  and  the  appropriate  entry  in  the  in-and-out  log.     Additionally, 
the  final  disposition  will  be  entered  in  the  property  index  log. 


Corrective  procedures  should  be  adopted  that  would  reduce  the  time 
spent  in  recording  and  auditing  property  movement  and  at  the  same 
time  centralize  the  history  of  all  transactions  regarding  a  single  item 
of  property. 


A  relatively  simple  program  that  would  accomplish  those  ends  would 
be  the  adoption  of  a  system  of  property  control  based  on  the  use  of  a 
property  report  form. 


It  is  recommended  that  the  department  adopt  a  property  record  form. 
The  form  should  provide  the  means  to  establish  accountability  for 
storage,   verification,    temporary  release,    final  disposition,    and  the 
preparation  of  statistical  summaries  relating  to  property.     It   should 
contain  spaces  for  the  signature  of  a  verifying  officer  and  those  who 
may  temporarily  take  property  to  court     for  identification     or  for 
other  purposes.     Space  should  also  be  provided  to  insert  the  crime 
or  other  report  number  to  which  the  property  is  related.     "When  the 
property  has  been  disposed  of,    the  form  should  be  filed  with  the 
incident  report  so  that  it  becomes  a  part  of  the  permanent  record, 
containing  all  necessary  information  concerning  the  care  and  handling 
of  the  property  in  each  individual  case.     A  recommended   property 
record  form  is  illustrated  on  page 
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The  recommended  form  is  a  single  copy  amenable  to  the  department's 
current  "one -write"  reporting  system.     The  original  should  be  routed 
to  records  and  a  photocopy  should  accompany  the  property  to  the 
Property  Section.     An  additional  copy  should  be  directed  to  the 
concerned  investigative  detail. 


The  property  form  should  be  completed  in  all  instances  in  addition  to 
any  other  necessary  report.     A  notation  "see  property  report"  should 
be  entered  on  the  current  incident  report     in  the  appropriate  box. 
The  property  report  should  receive  the  same  incident  report  number 
as  the  connecting  incident  report.     The  report  should  be  filed  numeri- 
cally by  incident  report  number,   by  year,   and  maintained  as  an 
active  file  until  final  disposition  of  the  concerned  property. 


The  present  use  of  the  property  release  form  (158)  should  be  continued. 
All  releases  of  property  should  be  approved  via  the  release  form 
which  should  be  attached  to  the  property  report  form.     Additionally, 
the  person  receiving  the  property  should  be  required  to  sign  on  the 
appropriate  line  of  the  property  form  signifying  acceptance.     The 
date  and  purpose  of  the  release  should  also  be  noted,    i.e.,    10-1-77 
released  for  court,    etc. 


The  property  report,   in  conjunction  with  the  property  release  form, 
would  represent  the  total  property  control  necessary,   negating  the 
need  of  maintaining  the  present  property  log  books. 


It  has  been  recommended  that  the  proposed  property  report  file  be 
maintained  by  incident  report  number.     There  may  be  instances 
where  persons  inquiring  about  booked  property  will  know  the  name  of 
the  party  to  whom  property  was  booked,  but  not  the  incident  number. 
This  should  not  create  a  serious  problem  in  that  the  present  auto- 
mated records  system  may  be  queried  for  the  number  via  terminal 
located  in  the  Property  Section. 


Computerized  information  may  be  accessed  by  name  and/or  location. 
A  query  by  name,   or  location,    should  provide  the  incident  report 
number  required  for  file  access. 
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R  ecommendations 

Implement  a  property  report  form  to  be  completed  when 
booking  all    classifications  of  property  or  evidence. 


Discontinue  the  use  of  the'record  of  property"   and 
"in-and-out   log  books. 


Implement  a  property  control  file  consisting  of  the 
property  report  form  file  numerically  by  the  year. 


Attach  the  property  release  form  (158)  to  the  property 
report.     Upon  final  disposition  forward  both  to 
department  records. 


Property  Storage 

Presently  property  is  stored  by  date.     The  page  and  line  number 
correlating  with  the  original  property  log  book  entry  is  entered  on 
the  evidence  envelope  and/or  property  tag  as  an  index  to  the  log  entry. 


Usually  property  is  first  stored  in  bins  or  drawers  in  the  primary 
property  room.     It  remains  there  until  such  time  as  it  is  released 
or  until  overcrowding  occasions     its  being  moved  to  bins  in  the 
extended  property  storage  room.     Most  property  is  moved  at  least 
once  after  initial   storage. 


It  is  recommended  that  the  system  be  changed  to  reduce  unnecessary 
movement  of  property  after  initial  receipt.     A  system  of  storage 
utilizing  incident  numbers  should  be  adopted.     Bins  should  be  numbered 
beginning  with  the  numeral  one.     File  drawers  should  likewise  be 
numbered.  Property  should  then  be  placed  in  bins  or  drawers,    com- 
mencing with  number  one,    and  remain  in  that  location  until  final 
disposition. 

A  notation  of  the  bin  or  drawer  number  should  be  entered  on  the 
property  form  prior  to  filing.     To  avoid  confusion  the  bin  or  drawer 
number  should  be  prefaced  with  the  letter  "D"  or  "B". 


Property  too  large  for  normal  storage  should  be  stored  as  it  is  now 
indicating  the  appropriate  area  on  the  property  form.  The  same  is 
applicable  to  property  requiring  special  storage. 
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It  has  been  recommended,    in  the  section  on  Property  Personnel, 
that  around  the  clock  operation  of  property  function  be  implemented. 
When  this  occurs,   there  will  be  fewer  personnel  on  duty  at  any  given 
time.     It  is,therefore,    extremely  important  that  handling  of  property 
be  minimized  as  much  as  possible.     The  recommended  procedure 
should  accommodate  that  need. 


Normal  purging  practices  should  continue  as  before  utilizing  the  active 
property  file. 


Recommendations 

Discontinue  the  storage  of  property  by  date.     Number 
bins  and  drawers  commencing  with  the  numeral  one, 
and  store  property  in  same  until  final  disposition. 


Enter  the  storage  location,   i.e.,    B-l,    (Bin  1),    D-2 
(Drawer  2),    etc.  ,   on  the  property  form. 


Continue  current  purging  practices  utilizing  the  active 
property  report  file  as  a  date  reference. 


Disposal  of  Property 

Property  for  identification  is  held  a  minimum  of  one  year.     It  is  then 
routinely  destroyed  or  sold  at  public  auction  unless  further  retention 
is  requested  by  the  Investigations  Bureau  Found  property  is  retained 
a  minimum  of  one  year  before  disposal,  which  is  consistent  with 
local  ordinance. 


Investigation  of  identifiable  property  in  the  above  classifications  is 
the  responsibility  of  the  Investigations  Bureau  as  is  its  release  where 
appropriate.     Property  connected  with  a  homicide  is  held  indefinitely 
or  until  ordered  released  or  destroyed  by  the  Investigations  Bureau. 


Safekeeping  items  are  returned  as  soon  as  possible.     Firearms  in  this 
category  are  held  no  longer  than  one  year.     If  not  claimed  after 
written  notification,   they  are  destroyed.     It  was  indicated  that  firearms 
under  this  classification     has  not  created  a  problem. 
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Firearms  which  are  subject  to  confiscation  are  disposed  of  annually 
in  July.     A  memorandum  ordering  their  removal  for  destruction  is 
prepared  by  the  lieutenant  in  charge  of  the  Property  Section  which 
requires  the  approval     and  signature     of  the  Support  Services 
Bureau  commander.     The  firearms  are  transported' to  local 
foundry  where  they  are  melted  in  the  presence  of  the  transporting 
officer.     Prior  to  destruction,    a  notice  is  sent  to  the  Investigations 
Bureau  advising  of  the  impending  action. 


The  State  Bureau  of  Criminal  Identification  and  Investigation  is 
supplied  with  a  list  of  firearms  destroyed. 


Ballistics  tests  are  not  routinely  made  on  firearms.     Testing  specifi- 
cally requestedby  the  Investigations  Bureau  is  performed  by  members 
of  the  department's  criminalistics  laboratory. 


As  previously  indicated,    property  held  for  over  one  year  is  disposed 
of  by  destruction  or  sale.     Items  of  reasonable  value  are  sold  at 
public  auctions  conducted  once  each  month,  which  are  conducted  by  an 
auctioneer  contracted  by  the  city.     All  other  items  are  destroyed. 


Evaluation 

The  present  system  of  property  disposal  is  basically  sound  and  should 
be  continued.     There  is,   however,   one  area  where  policy  should  be 
altered  to  provide  increased    accountability.     That  is  the  disposal  of 
property  held  for  identification  without  approval  by  the    Investigations 
Bureau. 


Consultants  were  informed  that  the  routine  disposal  of  property  held 
for  identification  without  prior  approval  by  the    Investigations  Bureau 
has  not  created  any  particular  problem. 


Consultants  are  not  aware  of  any  documentation  to  support  or  refute 
this  contention.     Obviously,   much  of  this  property  is  in  some  manner 
connected  to  some  type  of  criminal  offense  which  has  either  been 
cleared  or  is  yet  unsolved. 
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It  is  recommended  that  a  procedure  be  implemented  wherein  the 
responsible  investigator  be  required  to  approve  of  the  disposal  of 
property  held  for  identification. 


One  such  procedure  would  be  to  routinely  require  investigators  to 
notify  (in  writing)  the  Property  Section  as  to  the  need  to  retain 
property  beyond  a  preset,    specified  time  such  as  six  months.     Each 
investigator  would  maintain  a  property  tickler  file,   by  monthly 
increments,   keying  response  at  the  designated  time.     In  those  instances 
where  evidence  must  be  held  beyond  the  initial  six-month  period  the 
extension  should  be  approved  by  the  investigator! s  commander  to 
assure  that  the  extension  is  necessary.     The  procedure  should  be 
repeated  until  final  disposition  of  the  property. 


Regardless  of  the  type  of  system  implemented,   it  should  place  the 
responsibility  on  the  concerned  investigator  to  take  affirmative  action 
in  the  disposition  of  property  held  for  investigation.     Only  then  will 
there  be  assurance  that  property  vital  to  the  solution  of  a  crime  or 
the  successful  prosecution  of  a  criminal  will  not  be  mistakenly  dis- 
posed of. 


R  e  commendation 

Implement  a  procedure  requiring  that  the  disposal 
of  property  held  for  investigation  must  be  approved 
by  the  concerned  investigator. 


Written  Directives 

There  is  at  present  no  written  procedural  manual  regarding  the 
operation  of  the  Property  Section.     There  is  a  need  to  prepare  com- 
prehensive written  policies  to  govern  the  operations  of  the  Property 
Section.     Policies,   now  only  verbal  statements,    should  be  written  to 
better  guide  day-to-day  operations  and  enhance  management  control. 
This  is  particularly  important  in  view  of  the  many  procedural  changes 
that  have  been  recommended  in  the  operation  of  the  Property  Section. 


Some  recommended  changes  will,    in  addition,    require  changes  in 
procedures,    departmentwide, which  are  beyond  the  responsibilities 
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of  the  Property  Section.     Those  changes  should,   however,   be  closely 
coordinated  with  the  property  operation  to  assure  continuity  and 
control. 


R  ecommendation 

Prepare  comprehensive  written  policies  to  govern  the 
operations  of  the  property  function. 


Supplies  and  Equipment 


The  responsibility  for  maintenance  and  disbursement  of  department 
supplies  and  equipment  is  assigned  to  the  Property  Section.     Two 
storekeepers  are  assigned  responsibility  for  the  function;  one  to 
supplies  and  one  to  equipment,    as  their  primary  duty. 


Supplies 

One  storekeeper  is  responsible  for  ordering,    storing  and  disbursing 
supplies,  which  include  flares,    secretarial  supplies,   department 
forms*,    paper  goods,    powdered  soap,    light  bulbs,    etc. 


Department  companies  submit  an  inventory  supply  requisition  (Form 
95)  which  is  due  the  25th  of  each  month.     Yearly,    individual  folders 
are  maintained  for  each  company  which  include  a  copy  of  every 
requisition  submitted.     These  records  are  maintained  for  a  three-year 
period  and  are  used  to  estimate  future  needs  and  monitor  requisition 
practices. 


All  department  forms   (except  citation  books  and  other  multicopy  forms) 
are  prepared  by  the  department  printer,   Room  564,   Hall  of  Justice. 
The  printer  is  responsible  for  inventorying  the  forms  maintained  by 
the  supply  officer.     The  supply  officer  is  responsible  for  maintaining 
an  adequate  supply  of  all  other  items     and  for  making  written  purchase 


^Excluding  multicopy,    special  use  forms,    such  as  citations,    etc. 
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requests,    approved  by  the  Property  Section  lieutenant,   to  Planning 
and  Research,   Accounting  Office,   which  is  responsible  for  final 
approval.     Approved  orders  are  then  sent  to  the  City  Purchasing 
Unit  for  appropriate  action. 


The  storekeeper  estimates  that  he  spends  approximately  60%  of  his 
time  in  supply  work  and  the  remainder  in  assisting  in  the  general 
property  function. 


Equipment 

One  storekeeper  is  assigned  to  the  function  as  a  primary  responsi- 
bility.    He  estimates  that  approximately  70%  of  his  time  is  spent 
performing  equipment  related  duties  and  the  remainder  assisting  in 
the  general  property  function.     His  equipment  duties  include  the 
issuance  of  uniform  equipment,   maintenance  of  records  pertaining 
to  issuance  of  equipment,   and  responsibility  for  the  repair  of  office 
equipment  which  includes  typewriters,    desks,    chairs,    etc. 


Records  maintained  include:    a  uniform  and  equipment  disbursement 
control  card  file;  and  a  file  of  handguns,    handcuffs,    and  mace  issued 
to  department  members.     The  uniform  disbursement  control  card 
lists  all  equipment  issued  to  an  employee  from  date  of  hire  until 
termination  of  employment. 


At  time  of  hire,    each  officer  is  provided  with  mace,    a  side  arm,    hand- 
cuffs,   leather  goods,    two  shirts  and  pants,    one  pair  of  shoes,    two 
jackets   (one  Eisenhower  dress  jacket,    and  a  nylon  all  weather  jacket) 
one  cap,    one  riot  helmet,   two  batons  (one  26"  and  one  36")  flashlight, 
jump  boots  and  suit,    and  vest- style  body  armor.     Later  replacement 
of  these  items  due  to  loss,    damage  or  wear,    requires  the  completion 
of  a  department  memo,   by  the  requesting  officer,    approved  by  the 
officer's  commanding  officer.     Disbursement  of  replacement  items 
is  generally  predicated  on  availability  and  fiscal  budget  estimates. 


Small,    relatively  inexpensive  items,    such  as  neckties  and  uniform 
socks  are  issued  without  requiring  an  approved  request. 
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Planning  and  Research  (Accounting  Office)  is  responsible  for  ordering 
all  equipment.     Purchasing  is  performed  by  the  City  Purchasing  Unit. 


The  department  does  business  with  various  vendors,  both  within  and 
without  the  city,    in  purchasing  equipment. 


No  exact  information  was  available  in  regards  to  the  present  equip- 
ment inventory;    however,    it  was  estimated  that  there  were  about 
400  pairs  of  new  trousers  in  stock.     Additionally,   there  were  an 
undetermined  number  of  used  shirts,   pants  and  jackets  on  hand. 
Consultant  was  informed  that,    generally,  only  used  uniforms  are 
disbursed  at  property.     Replacement  of  new  shirts,    pants,    cap6,    etc., 
is  through  the  vendor.     Personnel  are  given  a  purchase  order  which 
they  present  directly  to  the  retailer. 


Used  equipment    consists  of  items  turned  in  by  persons  leaving 
department  employment  and  items  considered  unwearable  due  to  age 
or  damage.     Apparently,    some    commanders  demand  higher  standards 
of  appearance  than  others,    inasmuch  as  some  articles  are  considered 
suitable  for  reissuance.     Equipment  such  as  handguns,    cuffs  and 
mace  are  generally  obtained  directly  from  property. 


Evaluation 

The  supply  and  equipment  function  should  be  combined  and  the 
responsibility  assigned  to  one  individual. 


The  storage  of  equipment  and  supplies  should  be  combined  in  the 
present  supply  storage  room.     The  space  presently  utilized  for 
equipment  storage  should  be  reallocated  to  general  property  storage. 


The  stocking  of  uniform  equipment  other  than  items  that  may  be 
reissued,    such  as  firearms,    handcuffs,    helmets,   body  armor  and 
batons,  should  be  discontinued.     All  other  uniform  items  should  be 
purchased  directly  through  approved  retailers  by  individual  officers. 
It  is  understood  that  this  is  the  practice  for  recruits  at  the  present 
time. 
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Consultants  were  informed  that  the  proposed  1977-78  fiscal  budget 
includes  the  sum  of  $146,  336  for  police  uniforms  and  equipment. 
That,    coupled  with  one  year's  salary  of  $17,667.71  which  includes 
fringe  benefits  for  the  storekeeper  now  assigned  to  the  uniform 
and  equipment  function,    represents  approximately  $161,003.71 
allocated  for  uniform  and  equipment  costs.     If  that  amount  were  divided 
amongst  the  present  uniform  personnel  it  would    provide  each  man 
with  approximately  $106.63  for  uniform  replacement  and  upkeep. 


It  is  recommended  that  the  department  implement  a  procedure    of 
yearly  uniform  allowance  payments,    in  lieu  of  the  present  procedure, 
to  all  uniform  personnel  based  on  a  reasonable  replacement  cycle 
for  average  uniform  wear. 


Additional  funds  should  be  allocated  for  emergency  replacement  of 
uniforms  damaged  through  no  fault  of  an  officer  during  the  performance 
of  an  approved  police  action.     Those  instances  should,    of  course, 
be  fully  documented  and  approved  by  the  concerned  employee's 
commander. 


The  present  practice  of  outfitting  recruit  officers  should  be  continued. 
New  officers  should  not,   however,  be  eligible  to  receive  a  uniform 
allowance  until  their  original  uniform  issue  has   seen  a  reasonable 
period  of  service. 


Obviously,   the  success  of  the  recommended  procedure  will,  to  a  large 
extent,  require  adequate  supervision  to  assure  that  officers  replace 
worn  items  on  a  timely  basis.     Ongoing  uniform  inspection  procedures 
combined  with  strong  supervisory  support  should  suffice. 


Recommendations 


Discontinue  the  stocking  of  uniforms. 


Continue  to  stock  and  issue  firearms,    handcuffs, 
helmets,   body  armor  and  batons. 
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R  ecommendations  (continued) 

Combine  the  supply  and  uniform  equipment  functions 
and  assign  one  storekeeper  full  time,  to  perform 
the  duties. 


Combine  the  storage  of  police  equipment  and  supplies 
utilizing  the  existing  supply  storage  room. 


Reallocate  the  space  presently  used  for  storage  of 
police  equipment  to  general  property  storage. 


Provide  all  uniform  personnel  with  a  yearly  cash  uni- 
form allowance  based  on  a  reasonable  replacement 
cycle  for  average  uniform  wear. 


Allocate  funds  for  emergency  uniform  replacement. 
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VEHICLES 


The  department  currently  utilizes  384  four-wheeled  vehicles  under 
the  control  of  the  Support  Services  Bureau  as  well  as  295  motorcycles 
and  scooters,    38  of  which  are  in  storage  under  the  control  of  the 
Traffic  Division  in  the  Field  Operations  Bureau. 


Current  and  Future  Budget  Allocations  -  Purchase 


While  the  department's  budget  request  included  allocations  for  the 
replacement  of  70  four-wheeled  vehicles  during  FY  76-77  in  accor- 
dance with  the  departmental  policy,    only  33  such  replacements  were 
authorized. 


Budget  proposals  for  FY  77-78  indicate  the  need  for  replacement  of 
141  four-wheeled  vehicles  in  accordance  with  departmental  policy. 
Current  and  tentative  budget  approvals  indicate  only  a  maximum  of 
40  such  vehicles  will  be  replaced. 


Recent  budget  approvals  reflect  an  annual  replacement  factor  of 
approximately  10%  while  four-wheeled  vehicles  currently  average 
2,  604  miles  per  month  or  31,  248  miles  per  year.     With  this  mileage 
accumulation  it  is  evident  that  maintenance  costs  will  rapidly  increase 
•while  the  trade-in  value  of  rolling  stock  substantially  decreases. 


The  departmental  policy  relating  to  the  service  life  of  four-wheeled 
vehicles,    60,000  miles  or  two  years,    appears  to  be  sound.     With  the 
present  fleet  mileage  of  approximately  one  million  miles  per  month, 
50%  of  the  fleet  should  be  replaced  annually  at  a  cost  of  $1,  094,400. 
The  allocation  for  FY  77-78  is  $228,000.     The  immediate  department 
budget  request  reflected  a  37%  replacement  factor  and  appeared  to  be 
sound.     If  future  city  budget  allocations  reflect  the  current  trend,    the 
police  department  will  face  serious  difficulties  in  the  near  future  in 
maintaining  a  minimum  vehicular  fleet  for  response  to  public  needs 
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as  well  as  rapidly  accelerating  maintenance  costs.     Current  maintenance 
costs  are  twice  the  vehicle  replacement  allocations  in  addition  to  a 
$375,  000  annual  cost  for  fuels  and  lubricants. 


While  the  chief  of  police  wisely  elects  to  replace  only  marked  patrol 
cars  within  his  greatly  reduced  budget  allocation,    the  unmarked  fleet 
deteriorates  even  more  rapidly.     For  the  second  year  in  a  row,   none  of 
the  200  undercover  vehicles  have  been  replaced.     It  is  anticipated  the 
maintenance  costs  for  this  portion  of  the  fleet  will  rapidly  increase  as 
dependability  is  greatly  reduced. 

The  provision  of  emergency  services  depends  largely  on  mobility  and 
rapid  response  of  manpower.     The  present  reductions  of  fiscal  allo- 
cations appear  to  represent  the  establishment  of  a  dangerous  precedent 
in  terms  of  a  growing  reduction  in  the  department's  ability  to  respond 
to  service  and  emergency  requirements  of  the  citizens. 


The  annual  purchase  of  a  relatively  small  amount  of  vehicles  inhibits 
the  city's  power  to  gain  volume  cost  reductions.     While  it  is  recog- 
nized that  the  city  presently  maintains  a  policy  of  purchase  for  dealers 
within  the  city,    alternatives  which  may  reduce  costs  should  be 
considered.     Volume  purchases  in  connection  with  State  purchases 
may  become  attractive  as  a  means  toward  reducing  costs. 


Due  to  the  current  storage  of  38  motorcycles,    it  is  not  likely  that 
additional  such  vehicles  will  be  required  in  the  near  future.     There- 
fore,   they  are  not  treated  in  this  discussion.     In  the  event  those 
vehicles  will  not  be  utilized  for  some  time,    their  disposition  should 
be  considered  as  they  continue  to  depreciate. 


Apparently,    there  is  no  current  procedure  to  credit  the  department  for 
replaced  vehicles  returned  to  the  city  shops.     As  these  vehicles  repre- 
sent some  value  to  the  city  and  some  are  subsequently  placed  in 
service  in  other  departments  of  city  government,    a  credit  representing 
current  value  should  be  applied  to  the  police  budget  against  purchases 
with  associated  debits  to  other  departments  enjoying  the  use  of  such 
vehicles. 
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Recommendations 

Replace  vehicles  in  accordance  with  existing  policy 
with  the  provision  for  replacement  of  50%  of  the  fleet 
annually  if  current  mileage  rates  continue. 


Consider  the  concept  of  greater  volume  buying  of 
vehicles  in  association  with  other  agencies. 


Determine  whether  the  motorcycles  in  storage  will  be 
utilized  in  the  near  future.     If  not,     dispose  of  the 
vehicles,   thereby  avoiding  storage  costs  and 
depreciation. 


Establish  a  procedure  for  applying  credit  to  the 
departmental  budget  for  vehicle  trade-ins. 


Vehicle  Maintenance 


Four-wheeled  vehicles  are  serviced  and  maintained  by  Central  Shops 
within  the  purchasing  department  of  city  government.     Periodic 
maintenance  and  servicing  is  accomplished  at  a  minimum- services 
garage  on  Bryant  Street  adjacent  to  the  police  department.     Major 
repairs  are  conducted  at  the  Central  Shops  facility  on  Quint  Street. 


The  sum  of  $450,  000  is  contained  in  the  police  budget  for  the  main- 
tenance of  four-wheeled  vehicles  in  addition  to  $60,  000  for  motorcycle 
maintenance.     While  the  $450,  000  allocation  is  transferred  in  semi- 
annual draws  to  Central  Shops,    the  bulk  of  the  motorcycle  allocation  is 
spent  at  the  local  Harley-Davidson  dealer.     The  salary  and  overhead  of 
one  motorcycle  mechanic  employed  by  Central  Shops  who  is  located  at 
the  Bryant  Street  garage  is  paid  out  of  the  police  budget.     He  provides 
for  minor  motorcycle  repair  only. 
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There  appears  to  be  considerable  difficulty  and  strong  difference  of 
opinion  between  the  Support  Services  Bureau  of  the  police  department, 
with  responsibility  for  vehicle  maintenance,    and  the  Central  Shops 
with  responsibility  to  repair  vehicles. 


The  central  theme  forming  the  basis  for  the  disagreement  is  Central 
Shop's  inability  or  unwillingness  to  provide  the  police  department  with 
detailed  billings  of  repairs  including  specific  parts  installed  together 
with  their  individual  costs  as  well  as  the  specific  labor  hours  charged 
and  the  rate  per  hour.     We  are  informed  by  the  police  department  that 
only  total  costs  of  labor,    overhead,    and  parts  are  made  available. 
Good  business  practice  requires  the  provider  of  services  to  disclose 
actual  costs  of  those  services.     At  the  Hall  of  Justice  service  section, 
the  police  department  is  provided  only  with  total  monthly  billings  of 
tires,   batteries,    bulbs,    generators,    hoses,    belts,    and  other  service 
items  expended.     The  department  cannot  determine  on  what  vehicles 
those  items  were  installed. 


The  deputy  chief  of  the  Support  Services  Bureau  has  repeatedly  asked 
for  an  accounting  of  specific  services  provided  by  Central  Shops  and 
has  been  unable  to  gain  this  information.     The  chief  of  police  is  held 
accountable  for  the  proper  expenditure  of  funds  allocated  in  his  budget. 
Under  the  present  circumstances,    he  is  unable  to  account  for  such 
expenditures.     The  billings  for  maintenance  seem  to  equal  the  amount 
allocated  in  the  budget.     This  is  a  difficult  situation  with  regard  to  the 
management  of  a  police  department  and  should  be  of  primary  interest 
to  the  administrators  of  city  government. 


An  annual  budget  of  $450,  000  for  maintenance  plus  $375,  000  for  fuel 
and  lubricants,    a  total  of  $825,  000,    should  require  accountability  of 
expenditures.     The  major  reason  for  the  failure  to  provide  detailed 
billings  is  due  to  bookkeeping  procedures  in  Central  Shops.     While 
all  charges  exist  on  separate  forms  for  parts  and  labor,    the  data  is 
not  immediately  available.     We  observed  extensive  data  computer 
printouts  at  Central  Shops  which  were  thoroughly  explained  by  the 
superintendent.     All  data  is  available  on  three  separate  printouts  on 
monthly  semiannual,    and  annual  basis.     Although  the  superintendent 
has  provided  budget  requests  to  improve  the  15 -year  old  computer 
program,    he  has  been  unsuccessful.     Until  such  time  as  the  city 
provides  adequate  computer  programming,    it  will  continue  to  be 
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extremely  difficult,    costly,    and  time  consuming  to  extract  appro- 
priate cost  analyses  for  individual  vehicles. 


Although  257  motorcycles  and  scooters  are  distributed  to  divisions 
throughout  the  department,   the  responsibility  for  their  maintenance 
is  within  the  Traffic  Division.     It  would  appear  logical  to  place  all 
responsibility  for  vehicle  maintenance  centrally  within  the  Support 
Services  Bureau. 


We  were  informed  that  the  police  department  frequently  makes  recovery 
of  costs  for  repair  of  vehicles  due  to  accidents.     However,    the 
recoveries  are  transferred  to  the  City  General  Fund  rather  than  back 
into  the  police  department  allocations  for  maintenance.     As  the  ultimate 
costs  of  repair  are  transferred  to  the  Central  Shops  account  from  the 
Police  Maintenance  Budget,    this  procedure  should  be  corrected. 


A  considerable  number  of  police  vehicles  were  observed  on  the 
streets,    in  the  Hall  of  Justice  garage  and  parking  lot,    at  the  service 
facility  on  Bryant  Street,    and  undergoing  repair  at  Central  Shops. 
Their  general  appearance  is  poor,    reflecting  adversely  on  the  public 
image  of  the  department.     Vehicles  are  dirty,   dented,    rusty,    and 
provide  a  general  appearance  of  poor  maintenance.     Although  much  of 
this  is  due  to  inadequate  supervision  and  accountability  within 
operational  divisions,  the  uncaring  attitude  may  result  from  an 
obvious  lack  of  allocations  for  body  and  paint  work  in  the  maintenance 
budget.     When  the  maintenance  budget  is  inadequate,    the  highest 
priority  is  appropriately  placed  on  mechanical  requirements. 
Contributing  to  the  poor  appearance  of  vehicles  is  the  provision  for 
only  229  car  washes  per  month.     Weekly  washes  should  be  provided 
for. 


Recommendations 

Provide  computer  programming  to  assure  adequate 
availability  on  vehicle  maintenance  costs  by 
individual  vehicle  to  assure  cost  effective  decision 
making  and  adequate  control  and  accountability  of 
maintenance  expenditures. 
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Recommendations  (continued) 

Arrange  for  the  transfer  to  the  Police  Vehicle 
Maintenance  Budget  of  recovered  funds,    resulting 
from  accidents. 


Supervision  and  Responsibility  within  Operational  Divisions 


There  is  apparently  little  concern  by  division  commanders  and  super- 
visors regarding  the  appearance  of  vehicles.     When  dents  appear  no 
one  seems  to  know  when  or  how  they  occurred  or  who  was  responsible. 
This  lack  of  supervisory  responsibility  represents  a  high  cost  to  the 
department  and  can  be  corrected  with  minimal  effort  through  requiring 
accountability.     The  Support  Services  Bureau  has  proposed  a  Vehicle 
Inspection  Checklist  to  be  completed  by  each  officer  utilizing  a  four- 
wheeled  vehicle.     While  the  checklist  can  be  improved  following  a 
period  of  experience,    it  should  be  implemented  as  it  now  exists. 


Recommendation 

Implement  the  Vehicle  Inspection  Checklist  with 
clear  direction  to  commanders,    supervisors,    and 
officers  that  the  previous  operator  will  be  held 
accountable  for  damage  discovered. 
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Police  Garage 


The  police  department  garage  detail  is  positioned  organizationally 
under  the  Support  Services  Bureau.  The  detail  is  supervised  by  a 
police  officer  who  reports  directly  to  the  bureau  commander. 


There  are  a  total  of  five  personnel  assigned  to  the  function:     one 
police  officer,    three  station  officers  (nonsworn),    and  one  clerk 
(CETA  trainee). 


The  detail  is    staffed  from  8  a.m.   to  1  a.m.  ,   Monday  through  Friday, 
and  from  8  a.m.    to  4  p.m.   Saturdays  and  holidays.     The  detail  is 
closed  Sundays. 


Shift  hours  and  assignment  of  personnel  is  as  follows: 

Monday  through  Friday  -  8  a.m.   to  4:30p.m. 

Policeman  1 

Station  Officer  2  (one  assigned  9  a.m.    to  5:30  p.m.) 

Clerk  1 

Monday  through  Friday  -  5  p.m.    to  1  a.m. 

Station  Officer  1 

Saturday  -  8  a.m.    to  4  p.m. 

Station  officer  1  (rotating  relief  by  day  shift) 


Duties  performed  by  the  police  officer  supervising  the  detail  include: 
inspecting  vehicles  for  physical  defects  claimed  by  drivers  in  some 
serious  and  all  fatal  accidents  and  the  preparation  of  reports  of  his 
findings  to  the  chief  of  police;   responsibility  for  the  repair  and 
maintenance  of  the  department's  fleet  vehicles;  preparing  specifica- 
tions for  new  police  vehicles  that  are  to  be  purchased;  obtaining  esti- 
mates for  the  repair  of  police  vehicles  damaged  in  traffic  accidents; 
driving  the  VIP  limousine  maintained  by  the  department  and  other 
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associated  activities.     The  officer  has  been  assigned  to  the  described 
tasks  for  approximately  20  years.     Station  officers  are  primarily 
concerned  with  the  physical  control  of  garage  parking  and  pool  vehicle 
control  and  associated  clerical  work. 


Vehicle  Control 

There  are  two  car  pools;  a  primary  pool  of  46  unmarked  vehicles  and 
a  secondary  pool  of  22  relief  vehicles  used  to  replace  primary  pool 
vehicles  down  for  repair  or  service.     The  secondary  pool  consists  of  8 
unmarked  cars,    12  black  and  white  vehicles  and  two  van  wagons. 
Primary  pool  cars  are  apportioned  and  assigned  to  the  various 
investigative  sections. 


Primary  pool  cars  are  checked  out  to  section  investigators  on  a  first 
come  first  served  basis.     Investigators  present  a  vehicle  request 
card  (form  334)  which  must  be  signed  by  a  section  lieutenant,    to  the 
garage  detail.     Additionally,   the  investigator  completes  a  portion  of 
a  daily  vehicle  control  log  sheet  (form  340)  entering  his  name,    rank, 
star  number,    assignment,    time  of  departure  and  estimated  time  of 
return.     Garage  personnel  enter  the  vehicle  license  number,   vehicle 
shop  number,   time  out,    time  in,    beginning  mileage,    ending  mileage 
and  total  miles  driven.     After  1  a.m.    closing  the  sign  out  sheet 
(form  340)  is  left  outside  the  office  and  is  completed  by  the  concerned 
investigator  when  the  car  is  returned. 


Vehicle  keys  are  maintained  on  a  keyboard  in  the  garage  office.     Keys 
returned  after  closing  are  dropped  in  a  slot  in  the  office  door. 


Primary  pool  cars  may,    if  available,    be  checked  out  by  other 
department  members  not  regularly  assigned  pool  cars.     In  those 
instances  the  same  checkout  procedure  is  required  and  additionally 
they  must  present  an  approved  intradepartmental  memorandum  (form  68) 
listing  the  reason  that  a  car  is  needed. 


Garage  Maintenance 

The  maintenance  of  the  basement  garage  is  the  responsibility  of  the 
building  superintendent. 
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Police  Parking  Responsibility 

The  police  department  controls  all  garage  parking  except  for  the 
following: 

Sheriff's  department  6  stalls 

Coroner  5  stalls 

District  attorney  1  stall 


Police  parking  includes  space  for  120  vehicles  consisting  of  stall  and 
curb  lane  parking. 


Vehicle  Storage 

There  are  presently  four  vehicles  of  evidentiary  value  being  stored 
in  the  garage,    two  of  which  are  being  held  under  court  order. 


Additional  Parking 

The  garage  detail  is  also  responsible  for  a  55  stall  annex  parking  lot 
which  is  leased  from  the  state  at  $500  per  month.     It  is  situated 
under  the  freeway  and  is  bounded  by  Ahern  and  Harrison,    and  6th 
and  Harriet  Streets.     The  lot  is  fenced  and  is  patrolled  by  the  building 
and  grounds  security  detail. 


Evaluation 


Personnel  -  Staffing  appears  reasonable  based  on  duty  demands  and 
hours  of  operation,    except  that  the  officer  now  assigned  should  be 
replaced  with  civilian. 


Facilities  -  The  garage  is  being  utilized  to  its  maximum  capacity. 
The  storage  of  vehicles  being  held  for  evidence  creates  further  space 
demands  on  an  already  crowded  situation.    Some  other  arrangement 
should  be  made  for  the  storage  of  vehicles  held  as  evidence.      Consul- 
tant was  informed  that  the  court  requires  storage  in  a  secure  area 
to  assure  continuity  in  the  chain-of-evidence  and  that  the  police  garage 
is  the  only  such  area  now  available  to  the  department.     Nevertheless, 
some  other  solution  should  be  sought  to  alleviate  the  problem. 
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If  outside  storage  cannot  be  located  the  department  should  consider 
utilizing  the  space  presently  dedicated  to  the  storage  of  two  helicopters 
from  the  now  defunct  helicopter  patrol  program,    for  storage  of 
vehicles  held  for  evidence.     The  helicopters  could  be  sold  and  the 
money  used  elsewhere. 


Vehicle  Control  Procedures  -  Present  procedures  appear  reasonable 
with  the  exception  of  requiring  a  department  memorandum,    in  addition 
to  the  log  sheet  entry  and  vehicle  request  card,    from  personnel  other 
than  those  assigned  to  a  section  where  cars  are  regularly  allotted. 
The  log  sheet  entry  and  vehicle  request  card,    signed  by  an  employee's 
supervisor  should  be  sufficient  to  assure  proper  vehicle  control. 


Recommendations 

Discontinue  storage  of  vehicles  for  evidence  in  the 
garage  and  store  them  at  some  other  secure  area. 


Discontinue  requiring  a  department  memorandum  from 
personnel  obtaining  vehicles  from  the  car  pool  and 
utilize  the  log  sheet  and  vehicle  request  card  as  a 
total  vehicle  control  system. 


Provide  for  a  civilian  position  in  the  police  budget  to 
be  responsible  for  fleet  maintenance  in  the  Hall  of 
Justice  garage  deleting  one  sworn  position  or  transferring 
that  position  to  operational  duties. 
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SECTION  XI 


SUMMARY  EVALUATION 


SUMMARY  EVALUATION 


In  preparing  this  management  survey  report  of  the  San  Francisco 
Police  Department,    the  consultants  have  attempted  to  evaluate  and 
record  their  findings  and  to  make  recommendations  intended  to 
implement  progressive  change.     Although  the  report  may  appear 
voluminous,    it  touches  only  sparingly  on  the  many  facets  of  the 
department's  organization  and  management.      The  survey  has 
reviewed  functions  and  relationships  and  has  highlighted  the  basic 
concepts  with  recommendations.      The  report  should  serve  as  a 
level  from  which  progress  may  continue  in  developing  the  department. 


There  are  areas  of  activity  of  a  secondary  nature  in  the  department 
where  recommendations  could  have  been  made,    but  were  not,    because 
primary  recommendations,    when  implemented,    would  tend  to  correct 
a  problem.     In  other  secondary  situations,    recommendations  could 
not  be  acted  upon  until  primary  recommendations  were  implemented. 


Although  change  is  hard  to  achieve,    the  department  is  on  the  move  . 
In  recent  months   several  improvements  have  been  made  and  more 
are  to  follow.    In  this  process,    however,    some  members  of  the 
department  may  experience  apprehension  and  concern.      To  many, 
there  must  be  adjustment  to  new  procedures,    concepts  and  relation- 
ships.    In  bringing  about  change,    it  is  important  that  it  be  done  in  an 
orderly  and  methodical  way.      The  administration  should  keep  members 
of  the  department  informed  of  contemplated  changes  so  there  will  be 
clear  understanding  as  to  the  reasons  and  the  objectives  to  be  accom- 
plished.    It  cannot  be  forgotten  that  each  member  has  a  stake  in  the 
department's  success  and  in  its  future. 


Organization 

Except  for  minor  modifications,    the  basic  structure  of  the  police 
department  organization  is  now  very  good.      The  division  of  the 
department  into  four  bureaus,    each  headed  by  a  deputy  chief,    provides 
for  good  management  and  a  reasonable  span  of  control  for  the  chief 
and  the  deputy  chiefs.     With  the  accomplishment  of  this  major 
organizational  improvement  the  department  is  now  in  a  position  to 
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address  itself  to  other  needed  developments.      There  is  still  need 
for  organizational  change  at  several  subordinate  levels,    which  will 
be  commented  upon  later  in  this  summary. 


Personnel  -  Distribution  and  Use 

As  of  April  15,    1977,    the  department  employed  a  total  of  1,  697 
sworn  officers  and  683  civilian  or  "nonsworn"  members,    for  a  total 
of  2,  380  employees.     Inasmuch  as  its  personnel  is  the  department's 
only  resource,    the  extent  of  the  department's  success  depends 
heavily  on  how  effectively  the  personnel  are  utilized.     Consideration 
must  be  given  to  evaluating  the  necessity  for  the  jobs  to  which 
personnel  are  assigned.     Also,    in  examining  the  requirements  of 
personnel  to  perform  a  job,    the  rank  or  classification  of  employee 
should  fit  the  job  requirements.     Another  area  that  needs  periodic 
review  is  determining  number  of  personnel  needed  to  accomplish  a 
given  function. 


The  department  has  many  officers  working  in  jobs  in  which  civilian 
employees  should  be  assigned.      This  is  very  costly.      There  are 
several  functions  which  are  overstaffed;  others  understaffed;  other 
functions  which  are  relatively  nonproductive  in  terms  of  crime 
control.      These  facts  have  been  noted  in  the  report. 


Directives 

Throughout  the  survey,    at  all  levels,    it  was  observed  that  the 
department  has  not  maintained  a  well  organized  system  of  directives. 
This  was  evident  at  the  top  administrative  level  and  the  divisional 
levels.     Management  cannot  expect  employees  to  carry  out  or 
coordinate  their  work  efficiently  and  effectively  if  direction  is 
lacking. 


Crime  Control 

Currently  the  patrol  operation  is  divided  into  nine  geographic  districts. 
The  arrangement  imposes  an  unnecessary  waste  of  police  personnel 
assigned  to  station  duty,and  creates  a  decentralized  organization  which 
is  costly  and  makes  for  inefficiency  in  providing  police  service.      To 
correct  this,    three  district  or  zone  stations  are  proposed  which  would 
maximize  personnel  use  and  improve  management  control  at  substantial 
cost  savings. 
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In  evaluating  the  effectiveness  of  the  department,    the  focus  is  on  the 
ability  of  the  department  to  control  crime  in  the  streets.     A  measure 
of  this  effectiveness  is  reflected  in  clearance  rates  (solving)  of  crime. 


Presently,    San  Francisco  has  the  highest  number  of  major  crimes  per 
100,  000  population  of  any  city  in  the  state.     It  also  has  the  lowest 
crime  clearance  of  any  city  in  the  state.      This  situation  has  prevailed 
for  a  number  of  years.      There  are  probably  several  factors  that 
contribute  to  this  problem.      They  are: 

-  The  multiplicity  of  district  stations  which  makes  management 
control  difficult. 

-  Lack  of  well  organized  system  for  gathering  physical  evidence 
for  court  use. 

-  Lack  of  strong  supervisory  control  by  patrol  sergeants. 

-  Lack  of  sufficient  investigative  personnel  and  fragmented 
management  control  in  the  investigations  divisions. 

-  Lack  of  sufficient  automobiles  for  the  inspectors'  use  in 
investigative  work. 

-  No  systematic  analysis  of  current  crime  on  the  streets  nor 
distribution  of  such  information  to  the  field  forces. 

The  combined  factors  work  against  the  prospects  of  good  crime 
control  and  clearances. 


Tradition 

During  the  survey  the  subject  of  tradition  was  broached  by  members 
of  the  police  department,    in  which  it  was  stated  that  within  the  depart- 
ment there  was  a  deep  sense  of  tradition  which  was  the  basis  for 
certain  practices  and  concepts.      Tradition  is  a  laudable  precept,    if 
it  contributes  to  or  sustains  a  level  of  progressive  improvement,    but 
if  tradition  inhibits  and  stultifys  the  efforts  toward  effective  police 
service,    it  should  then  be  put  to  rest.      There  should  be  only  one 
tradition  in  the  police  department;  that  should  be  a  tradition  of 
excellence  in  service  to  the  people  of  San  Francisco. 
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Changes  to  Come 


Many  of  the  issues  which  are  the  subject  of  this  report  have  been 
discussed  with  the  chief  of  police  and  his  staff.      They  are  in  general 
accord,    but  realize  that  a  heavy  task  lies  ahead.     In  some  areas 
change  is  already  in  progress.      The  department  has  been  reorganized, 
and  work  on  a  departmental  directive  system  is  in  progress  while  a 
program  for  job  studies  is  being  formulated.     Experience  has  shown 
that  in  a  large  organization,    change  takes  time. 


It  would  be  helpful  if  the  Police  Commission  established  positive, 
workable  goals  and  objectives  for  the  department,    both  short  and 
long  range,    clearly  articulated,    with  time-frames   set  for  accomplish, 
ment.      It  would  also  be  desirable  to  examine  the  scope  and  extent  of 
the  police  department's  responsibilities  and  commitments.      There 
are  outside  limits  that  should  be  clearly  delineated  and  the  police 
should  work  within  those  limits. 
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APPENDICES 


APPENDIX  I 


Job  Descriptions 


JOB  DESCRIPTIONS 


The  examples  of  job  descriptions  contained  in  this  section  may  be 
used  to  develop  complete  job  descriptions  for  each  member  of  the 
department. 


They  are  intended  only  as  examples.     A  study  should  be  made  of  the 
work  performed  by  each  individual  on  the  department  when  preparing 
your  own  department's  job  descriptions. 


Like  jobs  may  be  grouped  together.  For  example,  radio  car  patrol 
duties  on  a  watch  where  all  duties  are  similar;  field  supervisors  on 
one  particular  watch,    etc. 


A  department  code  number,    located  in  the  upper  right  hand  corner, 
has  been  developed  to  facilitate  the  identification  of  different 
positions. 

Example:    P  7.  2-9 


The  letter  indicates  the  division  or  section;    in  this  instance  the 
up  it  represents  the  Patrol  Division. 


The  first  number  indicates  rank  or  group  classification;    i.  e.  , 

1.  Chief  of  Police 

2.  Deputy  Chief 

3.  Captain 

4.  Lieutenant 

5.  Sergeant 

6.  Investigator 

7.  Patrolman 


In  this  example,    the   "7"  indicates  a  patrol  car  beat  officer. 

1 


The  second  number  differentiates  between  positions  of  the  same 
rank  in  the  division.     In  this  example,    the  "2"  would  stand  for  a 
patrol  car  beat  officer  on  the  second  watch.     The  use  of  the  numeral 
"1"  may  indicate  a  patrol  car  beat  officer  on  the  first  watch.      There- 
fore,   each  group  of  patrol  officers  would  be  identified  by  a  numerical 
designation  because  work  performed  on  the  one  watch  is  different 
from  the  other. 


The  final  number  indicates  the  number    of  personnel  assigned  to  the 
position. 


A  standardized  format  should  be  used  on  all  job  descriptions.      The 
format  as  indicated  in  the  following  examples  contains  the  basic 
elements  to  provide  all  the  information  necessary  for  anyone  reading 
same  to  understand  the  full  scope  of  the  position. 


POLICE  DEPARTMENT  POSITION  DESCRIPTION 

Department  Position  Code  No.  :    P  3.  0-1 
COMMANDING  OFFICER 


[CIVIL]  SERVICE  CLASS  TITLE:     Captain  of  Police 
CIVIL  SERVICE  CODE  NO.  :     (If  any) 

DIVISION,   SECTION,    UNIT  OR  DETAIL:    Patrol-Division  Commander 
HOURS  ASSIGNED:     0830-1700 
IMMEDIATE  SUPERVISOR:    Chief  of  Police 
NUMBER  OF  SUBORDINATES  SUPERVISED:    (State  number  supervised) 


SUMMARY 

A  Captain  of  Police  in  charge  of  the  Patrol  Division  commands,    coordinates,   directs  and  controls  all  activities, 
operations  and  personnel  assigned  to  the  Division.     The  Captain  coordinates  the  activities  of  the  Division  with  other 
divisions  and  units  of  the  department;   he  attends  all  meetings  and  conferences  pertaining  to  administrative  or  policy 
procedures  which  directly  affect  the  Division.     He  also  prepares  for  and  attends  crime  survey  meetings,   traffic 
accident  investigation  meetings,   accident  board  and  disciplinary  board  meetings. 

The  Patrol  Division  Commander  maintains  the  morale,    efficiency,   productivity,   welfare  and  discipline  of  subordinates. 
He  maintains  a  constant  evaluation  of  past,   present  and  potential  crime  conditions  and  directs  subordinate  personnel  in 
effective  manpower  distribution.     The  Captain  responds  to  and  reports  on  all  correspondence  directed  to  the  office;   he 
initiates  and  responds  to  reports  and  correspondence  regarding  divisional  operations  to  higher  authority.     The  Captain 
studies  and  reviews  work  productivity  for  evaluation  and  improvement.     He  initiates  all  general,    special  and  personnel 
orders  and  memoranda  emanating  from  within  the  Division.     The  Patrol  Division  Commander  is  supervised  by  the 
Chief  of  Police;    the  position  requires  superior  administrative  skills  and  the  ability  to  command  and  direct  his  sub- 
ordinates in  all  situations. 

DUTIES  AND  RESPONSIBILITIES 
1.      ADMINISTRATION  -  65% 

a.  Secures  coordination  of  personnel  and  procedure  within  the  division. 

(1)  Effects  proper  distribution  of  personnel  on  all  platoons. 

(2)  Assigns  adequate  civilian  personnel  to  properly  maintain  an  efficient  business  office. 

(3)  Causes  to  be  prepared  all  general,    special  and  personnel  orders  and  all  memoranda  emanating 
from  the  Division. 

(4)  Responds  and  reports  on  all  communications  directed  to  the  office. 

b.  Establishes  coordination  of  Patrol  Division  with  various  divisions,    sections  and  units  of  the  department. 

(1)  Assigns  personnel  to  assist  with  special  events  under  the  direction  of  other  divisions,    sections, 
or  units;    i.e.  ,    Christmas  traffic,   Annual  Christmas  Pageant. 

(2)  Loans  personnel  to  other  divisions,    sections,    or  units  to  increase  efficiency  in  combating  special 
crime  problems. 

(3)  Assigns  personnel  to  other  divisions,    sections,    or  units  where  manpower  deficiencies  exist. 

c.  Maintains  coordination  for  the  prevention  and  control  of  crime. 

(1)     Reviews  daily  the  over -all  crime  situation. 

(Z)     Maintains  a  constant  flow  of  current  data  relative  to  the  crime  situation  to  subordinate  personnel. 

(3)  Maintains  a  constant  flow  of  information  relative  to  the  vehicular  accident  investigation  situation 
to  appropriate  personnel. 

(4)  Causes  to  be  prepared  special  crime  summaries  for  dissemination  to  subordinate  personnel  for 
review  of  the  crime  situation. 

(5)  Causes  to  be  prepared  data  relative  to  potential  crime  problems,   their  effect  and  method  of 
combating. 


(6)  Strengthens  manpower  assigned  on  the  watch  level  and  special  duty  when  crime  patterns  demand 
additional  specialized  service. 

(7)  Assigns  the  use  of  special  equipment  (unmarked  cars,   portable  radio  units,    etc.  )  for  use  on 
demanding  situations. 

2.  COMMAND  -  20% 

a.  Supervises  Platoon  Commanders,   Office  Supervisor,    Central  District  Detail  Supervisor  and  Special 
Events  Section  Supervisor. 

b.  Conducts  meetings  and  conferences  with  subordinate  command  and  supervisory  officers  regarding: 

(1)  Operational  procedure.    (Crime  and  accident  investigation) 

(2)  Citizen's  complaints. 

(3)  Officer's  complaints. 

(4)  Disciplinary  action. 

(5)  Personnel  assignments. 

(6)  Officer's  personal  or  special  problems. 

3.  STAFF  AND  PLANNING  -  15% 

a.  Attends  and  conducts  meetings  and  conferences  with  subordinate  personnel. 

(1)  Weekly  Crime  Meeting 

(2)  Special  crime  conferences 

(3)  Accident  investigation  conferences 

(4)  Accident  Interview  Board 

(5)  Discharge  of  Weapons  Review  Board 

(6)  Change  of  watch  and  mid-watch  conference 

(7)  Special  events  conferences    (4  July,    New  Year's  Eve) 

(8)  Outside  agency  conferences  (A.  B.  C.    Board,   Armed  Forces  and  other  committees) 

b.  Plans  for  the  growth  of  the  population  and  the  movement  of  this  population  throughout  the  area  in  relation 
to  potential  police  problems. 

(1)  Evaluates  the  removal  of  housing  projects,   urban  renewal  programs  and  the  establishment  of 
new  residential,  housing  and  business  areas. 

(2)  Plans  for  current  methods  for  field  investigations  on  all  business  applications  which  will  increase 
and  may  tend  to  be  a  police  problem. 

(3)  Plans  for  current  methods  for  the  control  and  prevention  of  crime  in  newly  designated  residential, 
housing  and  business  areas. 

c.  Plans  proposed  functions  of  the  division,    office  requirements  and  the  physical  layout  to  ensure  that 
maximum  efficiency  is  maintained. 

d.  Plans  for  assignment  of  personnel  when  vehicular  accidents  increase  in  various  areas  necessitating 
additional  manpower  for  investigation  of  the  accidents. 

e.  Studies  the  elimination  of  certain  functions  and  the  increase  of  others  to  assure  the  greatest  productivity 
and  service. 


POLICE  DEPARTMENT  POSITION  DESCRIPTION 

Department  Position  Code  No. :    P  4.  2-2 

WATCH  COMMANDER 

[CIVIL]   SERVICE  CLASS  TITLE:     Lieutenant 

CIVIL  SERVICE  CODE  NO.  :     (If  any) 

DIVISION,    SECTION,    UNIT  OR  DETAIL:    Patrol 

HOURS  ASSIGNED:     2330-0800 

IMMEDIATE  SUPERVISOR:     Captain 

NUMBER  OF  SUBORDINATES  SUPERVISED:  (State  number  supervised) 


SUMMARY 

A  Watch  Commander  coordinates  and  directs  the  activities  of  his  subordinates  on  a  specific  watch.     The  Lieutenant 
maintains  proper  compliance  with  directives  and  evaluates  his  subordinates.     He  administers  or  recommends  disci- 
plinary action;   he  conducts  conferences  with  subordinates  and  initiates  corrective  improvement  measures.     The 
Lieutenant  is  responsible  for  his  subordinates1  performance,    efficiency,   morale  and  demeanor. 

A  Watch  Commander  assists  the  commanding  officer  in  preparing  staff  studies;   he  studies,    reviews  and  analyzes 
crime  reports,   vehicle  accident  reports,   and  data  furnished  by  the  Crime  Analysis  Section.     In  addition  he  conducts 
conferences  with  subordinates  regarding  criminal  activity  in  their  areas.     The  Lieutenant  is  supervised  by  the  com- 
manding officer  of  the  Division;   his  position  requires  extensive  supervisory  and  administrative  ability. 

DUTIES  AND  RESPONSIBILITIES 

1.  COMMAND  AND  SUPERVISION  -  50% 

a.  Conducts  the  daily  muster.     Conducts  the  inspection  of  personnel  and  their  equipment;    distributes  orders, 
memorandums,   bulletins,    criminal  activity  summaries,    accident  investigation  information,   and  other 
information  to  personnel. 

b.  Inspects  and  directs  watch  operations;    commands  and  coordinates  activities  of  officers  during  emergency 
situations;    provides  assistance  to  officers  in  questionable  situations. 

c.  Observes  and  assists  the  commanding  officer  in  maintaining  proper  discipline;    determines  that  officers 
comply  with  directives  of  higher  authority.     Observes,   analyzes,   and  corrects  officers'  activities  in 
order  to  improve  the  quality  of  police  service. 

2.  ADMINISTRATIVE  -  25% 

a.  Allocates  officers  to  daily  assignments;    prepares  orders  and  directives  when  instructed  by  the  Division 
Commander. 

b.  Conducts  and  assists  in  investigation  of  complaints  against  personnel. 

c.  Conducts  conferences  with  subordinates  to  discuss  performance  of  duties  and  abilities  so  that  work 
productivity  can  be  evaluated  and  improved. 

3.  STAFF  FUNCTION  -  25% 

a.  Studies,    reviews  and  analyzes  crime  reports  and  crime  maps  that  locate  criminal  activity  by  various 
colored  pins,   in  order  to  locate  crime  patterns  as  they  develop. 

b.  Conducts  conferences  with  subordinates  regarding  criminal  activity  in  their  assigned  areas;    discusses 
methods  of  crime  prevention. 

c.  Reviews  officers'  Daily  Activity,    in  order  to  evaluate  work  productivity  and  performance  so  that 
corrective  action  may  be  taken. 

c.       Attends  conferences  at  the  direction  of  the  Division  Commander. 


POLICE  DEPARTMENT  POSITION  DESCRIPTION 

Department  Position  Code  No. :    P  6.4-7 

FIELD  SUPERVISOR 

[CIVIL]  SERVICE  CLASS  TITLE:    Sergeant 

CIVIL  SERVICE  CODE  NO. :     (If  any) 

DIVISION,    SECTION,    UNIT  OR  DETAIL:    Patrol 

HOURS  ASSIGNED:     2330-0800 

IMMEDIATE  SUPERVISOR:     Lieutenant 

NUMBER  OF  SUBORDINATES  SUPERVISED:     (State  number  supervised) 

SUMMARY 

A  Field  Sergeant  supervises  the  activities  of  a  squad  of  Patrolmen  in  a  district.  This  Sergeant's  position  is  distinguished 
from  other  Patrol  Division  Sergeants  in  that  the  majority  of  time  is  spent  in  the  field  in  actual  supervision  of  beat  officers. 
He  is  responsible  for  maintaining  high  morale  and  efficiency  among  his  men. 

The  Field  Supervisor  coordinates  and  directs  the  activities  of  his  subordinates  and  provides  assistance  to  beat  officers 
in  situations  requiring  supervisory  personnel.     He  reviews  police  crime  and  vehicle  accident  reports  written  by  his 
officers  and  is  cognizant  of  the  locations  and  types  of  vice,    criminal  and  high  frequency  vehicle  accident  locations  in 
his  district. 

The  Sergeant  also  assists  in  conducting  the  daily  roll  call;   he  attends  conferences  at  departmental  and  divisional  levels, 
as  well  as  interviews  with  his  subordinates  on  performance,    abilities  and  matters  pertaining  to  their  district.     He 
investigates  minor  complaints  against  police  officers. 

The  District  Supervisor  is  responsible  to  a  Lieutenant  of  Police;  his  position  requires  a  thorough  knowledge  of  report 
writing  and  leadership  skills  by  which  he  improves  performance  and  the  productivity  of  his  men. 

DUTIES  AND  RESPONSIBILITIES 

1.  SUPERVISION  -  60% 

a.  Observes  and  analyzes  work  performed  by  subordinate  officers;    observes  and  maintains  proper  discipline, 
high  morale  standards  and  public  relations  attitudes.     Informs  officers  of  hazardous  areas  and  conditions 
that  require  attention.     Provides  assistance  to  Patrolmen  in  questionable  situations. 

b.  Inspects,    directs  and  trains  subordinates  on  the  rules  of  conduct,    policies  and  procedures  in  order  to 
improve  the  quality  of  police  service.     Motivates  assigned  Patrolmen  so  that  a  high  level  of  productivity 
will  be  maintained. 

c.  Responds  to  emergency  calls  directed  to  and  requested  from  other  police  units.     Directs  and  coordinates 
the  activities  of  officers  at  crime  scenes  and  during  emergency  situations. 

2.  REPORT  REVIEW-  15% 

a.  Reviews  and  approves  the  daily  work  of  each  subordinate  officer.     Reviews  and  analyzes  crime  reports  to 
determine  crime  patterns  and  locate  areas  of  current  criminal  activity. 

b.  Reads,   informs  and  instructs  officers  of  necessary  corrections  and  approves  crime,   accident  and  assign- 
ment reports  completed  by   patrol  officers. 

3.  ROLL  CALL  -  10% 

a.  Assists  the  commanding  officers  in  the  inspection  of  personnel  and  their  equipment. 

b.  Distributes  orders,   memorandums,   bulletins,    criminal  activity  summaries  and  other  information  to 
personnel. 


c.       Conducts  the  Roll-Call  Training  Program  for  the  Patrolmen. 


4.  CONFERENCES  -  5% 

a.  Attends  departmental,   divisional  and  platoon  conferences  to  exchange  information  regarding  mutual 
problems;    discusses  methods  and  procedures  which  will  enable  personnel  to  perform  their  duties  more 
efficiently. 

b.  Discusses  with  subordinates  their  activities  and  performance  of  duties  so  that  corrective  action  may  be 
taken. 

5.  INVESTIGATION  -  5% 

a.       Investigates  minor  complaints  and  performs  preliminary  investigations  of  complaints  of  greater  magnitude 
against  police  officers. 

6.  INTERVIEWS  -  5% 

a.  Interviews  subordinates  in  order  to  resolve  work  performance  and  personnel  problems. 

b.  Keeps  subordinates  up  to  date  on  criminal  activity. 

c.  Apprises  subordinates  of  proper  methods  of  vehicle  accident  investigation. 


POLICE  DEPARTMENT  POSITION  DESCRIPTION 

Department  Position  Code  No. :    P  7.  2-59 

patrol  car  beat  officer 


[CIVIL]  SERVICE  CLASS  TITLE:    Patrolman 

CIVIL  SERVICE  CODE  NO.  :    (If  any) 

DIVISION,    SECTION,    UNIT  OR  DETAIL:     Patrol 

HOURS  ASSIGNED:     2330-0800 

IMMEDIATE  SUPERVISOR:    Sergeant 

NUMBER  OF  SUBORDINATES  SUPERVISED:     None 


SUMMARY 

A  Patrolman  assigned  duty  as  a  Patrol  Division  Beat  Officer  (motorized  patrol)  enforces  federal,    state  and  municipal 
laws  in  a  designated  area.     His  primary  mission  consists  of  crime  prevention,    vehicle  accident  investigation  and  public 
assistance. 

The  officer  normally  works  alone  in  a  radio  equipped  patrol  car  and  responds  to  radio  assignments,   as  well  as  incidents 
which  come  to  his  attention  while  patrolling  his  assigned  area. 

The  officer  arrests  violators  of  the  law,    completes  written  reports,    investigates  certain  misdemeanor  offenses  and 
vehicle  accidents.     Makes  court  appearances  during  off-duty  hours,   assists  the  public,   performs  any  service  within  the 
scope  of  police  jurisdiction  and  also  handles  emergency  situations  as  observed  or  assigned. 

His  supervisor  is  a  Sergeant  of  Police.     He  receives  verbal  and  written  information  and  instructions,   is  guided  by  law 
codes  and  is  directly  responsible  for  law  enforcement  situations  which  require  independent  judgment,    courage,    initiative, 
tact  and  knowledge. 

DUTIES  AND  RESPONSIBILITIES 

1 .  PREVENTIVE  PATROL  -  45% 

a.  Patrols  his  assigned  area  in  a  one  or  two-man  radio  car  for  general  purposes  of  crime  prevention  and 
enforcement.     Works  mostly  during  hours  of  darkness  and  is  particularly  concerned  with  those  public 
offenses  and  criminal  activities  which  are  more  likely  to  occur  during  the  late  evening  and  early  morning 
hours,    such  as  burglary,   assaults  and  prowler  calls. 

b.  Preventive  patrol  includes:    Public  assembly  checks,   building  security  checks,   interrogation  of  suspicious 
adults  and  juveniles,    issuing  traffic  citations,   apprehending  persons  violating  the  law  or  wanted  by  the 
police;    locating  fires,    reporting  street  lights  and  traffic  signals  out  of  order,    street  hazards  and  other 
safety  problems. 

2.  REPORT  WRITING  -  25% 

a.  Completes  detailed  crime  reports  on  all  reported  public  offenses,    crimes  and  vehicle  accidents.     In  cases 
where  an  arrest  is  made,   an  arrest  report  is  submitted  along  with  the  required  crime  reports.     When 
property  is  recovered  or  additional  information  is  discovered  pertaining  to  a  previously  reported  offense, 
the  officer  completes  an  investigation  report. 

b.  When  other  departments  or  agencies  are  involved,   an  outside  agency  report  is  submitted  if  they  have  sole 
jurisdiction;    otherwise,    an  extra  copy  of  the  normally  required  reports  is  forwarded  to  them. 

c.  Statements  are  taken  from  witnesses,    suspects  and  complainants  at  the  scene  of  most  serious  offenses 
and  traffic  accidents. 

d.  Brief  assignment  reports  are  required  on  assignments  where  no  offense  has  occurred  or  further  police 
action  is  not  required. 

e.  When  an  officer  is  involved  in  a  situation  where  there  is  unfavorable  public  reaction  or  charges  are  made 
against  a  police  officer,   a  letter   is  submitted  through  command  channels  explaining  the  circumstances 
in  detail. 


3.  SERVICE  TO  PUBLIC  -  Z0% 

a.  Responds  to  emergency  and  nonemergency  situations  and  vehicle  accidents  brought  to  his  attention  while 
in  the  course  of  routine  patrol  or  as  assigned  by  radio.     Renders  first  aid  to  persons  who  are  seriously 
ill  or  injured;   assists  invalids,    senile  and  lost  persons  or  other  persons  who  are  in  need  of  police  assis- 
tance. 

b.  Answers  general  questions  asked  by  the  public.     Counsels  juveniles  and  adults  when  necessary  and  refers 
them  to  persons  or  agencies  where  they  can  obtain  further  assistance. 

c.  Preserves  the  peace  at  public  gatherings,   neighborhood  disputes,   family  fights  and  repossessions  of 
property. 

4.  MISCELLANEOUS  ASSIGNMENTS  -  5% 

a.  Places  No  Left  Turn  signs  in  busy  intersections  during  morning  hours.     Serves  warrants  as  directed; 
guards  prisoners  who  are  receiving  treatment  at  hospital. 

b.  Leaves  assigned  area  to  assist  fellow  officers  on  calls  of  a  serious  or  dangerous  nature;    transports 
prisoners  when  a  patrol  wagon  is  not  available. 

c.  Confers  with  prosecuting  attorneys  and  testifies  in  court  during  off-duty  hours. 

d.  Witnesses  blood  tests  at  designated  hospitals  on  defendants  arrested  for  driving  while  intoxicated. 

e.  Accomplishes  other  general  duties  and  functions  as  they  are  assigned  or  become  necessary. 

5.  DAILY  LINEUP    (First  30  minutes  of  each  day)  -  5% 

a.  Inspection  of  uniforms,    equipment  and  general  appearance;    roll  call  and  daily  duty  assignments. 

b.  Discussion    of  particular  crime  problems  and  review  of  crime  maps.     Dissemination  of  administrative 
and  other  general  information. 

c.  Review  of  department  operating  procedures  and  criminal  law  changes  and  other  related  information. 

d.  Servicing  of  assigned  police  vehicle. 


POLICE  DEPARTMENT  POSITION  DESCRIPTION 

Department  Position  Code  No. :    P  7.  5-82 
PATROL  CAR  BEAT  OFFICER 


[CIVIL]  SERVICE  CLASS  TITLE:    Patrolman 

CIVIL  SERVICE  CODE  NO. :     (If  any) 

DIVISION,   SECTION,    UNIT  OR  DETAIL:     Patrol 

HOURS  ASSIGNED:     0730-1600 

IMMEDIATE  SUPERVISOR:    Sergeant 

NUMBER  OF  SUBORDINATES  SUPERVISED:     None 


SUMMARY 

A  Patrolman  assigned  duty  as  a  Patrol  Division  Beat  Officer  (motorized  patrol)  enforces  federal,    state  and  municipal 
laws  in  a  designated  area.     His  primary  mission  consists  of  crime  prevention  and  public  assistance. 

The  officer  normally  works  alone  in  a  radio  equipped  patrol  car  and  responds  to  radio  assignments  as  well  as  incidents 
which  come  to  his  attention  while  patrolling  his  assigned  area. 

The  officer  arrests  violators  of  the  law,    completes  written  reports,    investigates  certain  misdemeanor  offenses,   makes 
court  appearances,   assists  the  public,   performs  any  service  within  the  scope  of  police  jurisdiction  and  also  handles 
emergency  situations  as  observed  or  assigned. 

He  is  supervised  by  a  Sergeant  of  Police,    receives  verbal  and  written  information  and  instructions,   is  guided  by  law 
codes  and  is  directly  responsible  for  law  enforcement  situations  which  require  independent  judgment,    courage,   initiative, 
tact,   and  knowledge. 

DUTIES  AND  RESPONSIBILITIES 

1.  PREVENTIVE  PATROL  -  50% 

a.  Patrols  his  assigned  area  in  a  one  or  two-man  radio  car  for  general  purposes  of  crime  prevention  and 
law  enforcement.     Works  during  daylight  hours  and  is  particularly  concerned  with  those  public  offenses 
and  incidents  which  are  more  likely  to  occur  during  these  hours,    such  as  child  molesters  and  traffic 
problems. 

b.  Preventive  patrol  includes  public  assembly  checks,   building  security  checks,   interrogation  of  suspicious 
juveniles  and  adults,    traffic  enforcement,  accident  investigation,   apprehending  persons  violating  the  law 
or  wanted  by  the  police;    locating  street  hazards,   potential  fire  hazards,    safety  violations,   damaged 
street  signs,   light  poles;    checks  of  schools,   parks  and  playgrounds. 

2.  SERVICES  TO  PUBLIC  -  15% 

a.  Responds  to  emergency  and  nonemergency  situations  brought  to  his  attention  while  in  the  course  of  routine 
patrol  or  as  assigned  by  radio.     Renders  first  aid  to  persons  who  are  seriously  ill  or  injured;   assists 
invalids,    senile  and  lost  persons  or  other  persons  needing  police  assistance. 

b.  Answers  questions  asked  by  the  general  public;    counsels  juveniles  and  adults  when  necessary  and  refers 
them  to  persons  or  agencies  where  they  can  obtain  further  assistance. 

c.  Preserves  the  peace  at  public  gatherings,    neighborhood  disputes,    family  fights  and  repossessions  of 
property. 

3.  REPORT  WRITING  -  15% 

a.  Completes  detailed  offense  reports  on  all  reported  public  offenses  or  crimes.     In  cases  where  an  arrest 
is  made,   an  arrest  report  is  submitted  in  addition  to  the  required  offense  reports.     When  property  is 
recovered  or  additional  information  is  discovered  pertaining  to  a  previously  reported  offense,   the  officer 
completes  an  investigation  report. 

b.  When  other  departments  or  agencies  are  involved,   a  report  to  an  outside  agency  is  submitted  if  they  have 
sole  jurisdiction  or  interest;    otherwise,   an  extra  copy  of  the  normally  required  reports  is  forwarded  to 
them. 
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c.  Statements  are  taken  from  witnesses,    suspects  and  complainants  at  the  scene  of  most  serious  offenses, 
traffic  accidents  and  wherever  good  judgment  dictates. 

d.  Brief  assignment  reports  are  required  on  assignments  where  no  offense  has  occurred  or  police  action  is 
not  required. 

e.  When  an  officer  is  involved  in  a  situation  where  there  is  unfavorable  public  reaction  or  charges  are  made 
against  a  police  officer,  a  letter  is  submitted  through  command  channels  explaining  the  circumstances  in 
detail. 

4.  MISCELLANEOUS  ASSIGNMENTS  -  15% 

a.  Places  and  removes  No  Left  Turn  signs  during  peak  traffic  hours;    serves  warrants  as  directed;   guards 
prisoners  who  are  receiving  treatment  at  hospitals. 

b.  Witnesses  blood  tests  at  a  designated  hospital  of  those  persons  arrested  for  driving  under  the  influence 
or  others,   as  may  be  required. 

c.  Leaves  assigned  area  to  assist  fellow  officers  on  calls  of  a  serious  or  dangerous  nature;    transports 
prisoners  when  a  patrol  wagon  is  not  available. 

d.  Confers  with  prosecuting  attorneys  and  testifies  in  court.     Conducts  special  tours  and  speaks  at  schools 
and  other  group  gatherings. 

e.  Becomes  acquainted  with  business  establishments  in  area.     Has  patrol  vehicle  washed  when  necessary. 

f.  Accomplishes  other  general  duties  and  functions  as  they  are  assigned  or  become  necessary. 

5.  DAILY  LINEUP  (First  30  minutes  of  each  day)  -  5% 

a.  Inspection  of  uniform,    equipment  and  general  appearance;    roll  call  and  daily  duty  assignments. 

b.  Discussion  of  particular  crime  problems  and  review  of  crime  maps.     Dissemination  of  administrative 

and  other  general  information. 

c.  Review  of  department  operating  procedures  and  policy  and  criminal  law  changes. 

d.  Servicing  of  assigned  vehicle. 
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POLICE  DEPARTMENT  POSITION  DESCRIPTION 

Department  Position  Code  No.:    P  7.  8-80 
PATROL  CAR  BEAT  OFFICER 


[CIVIL]  SERVICE  CLASS  TITLE:    Patrolman 

CIVIL  SERVICE  CODE  NO.  :    (If  any) 

DIVISION,    SECTION,    UNIT  OR  DETAIL:    Patrol 

HOURS  ASSIGNED:     1530-2400 

IMMEDIATE  SUPERVISOR:    Sergeant 

NUMBER  OF  SUBORDINATES  SUPERVISED:     None 


SUMMARY 

A  Patrolman  assigned  duty  as  a  Patrol  Division  Beat  Officer  (motorized  patrol)  enforces  federal,    state  and  municipal 
laws  in  a  designated  area.     His  primary  mission  consists  of  crime  prevention,   vehicle  accident  investigation  and  public 
assistance. 

The  officer  normally  works  alone  in  a  radio  equipped  patrol  car  and  responds  to  radio  assignments,   as  well  as  incidents 
which  come  to  his  attention  while  patrolling  his  assigned  area. 

The  officer  arrests  violators  of  the  law,    completes  written  reports,    investigates  certain  misdemeanor  offenses  and 
vehicle  accidents.     Makes  court  appearances,    assists  the  public,   performs  any  service  within  the  scope  of  police  juris- 
diction and  also  handles  emergency  situations  as  observed  or  assigned. 

He  is  supervised  by  a  Sergeant  of  Police,    receives  verbal  and  written  information  and  instructions,   is  guided  by  law 
codes  and  is  directly  responsible  for  law  enforcement  situations  which  require  independent  judgment,    courage,    initiative, 
tact,   and  knowledge. 

DUTIES  AND  RESPONSIBILITIES 

1.  PREVENTIVE  PATROL  -  20% 

a.  Patrols  his  assigned  area  in  a  one  or  two-man  radio  car  for  general  purposes  of  crime  prevention  and 
law  enforcement.     Works  during  hours  of  greatest  daily  activity  and  spends  majority  of  time  responding  to 
radio  assignments,    thereby  reducing  his  opportunity  for  adequate  preventive  patrol. 

b.  Preventive  patrol  includes  public  assembly  checks,   building  security  checks,   interrogation  of  suspicious 
juveniles  and  adults,   investigates  traffic  accidents  and  traffic  enforcement,   apprehending  persons  violating 
the  law  or  wanted  by  the  police,    locating  street  hazards,   potential  fire  hazards,    safety  violations,    damaged 
street  signs,    street  lights  out  of  order,    checking  taverns,   theaters,   parking  lots,   parks  and  playgrounds, 
attention  to  possible  vice  problems  in  area. 

2.  SERVICE  TO  PUBLIC  -  45% 

a.  Responds  to  emergency  and  nonemergency  situations,   including  vehicle  accidents,   brought  to  his  attention 
while  in  the  course  of  routine  patrol  or  as  assigned  by  radio.     Renders  first  aid  to  persons  who  are 
seriously  ill  or  injured.       Assists  invalids,    senile  and  lost  persons  or  other  persons  needing  police  assis- 
tance. 

b.  Answers  questions  by  the  general  public.     Counsels  juveniles  and  adults  when  necessary  and  refers  them 

to  persons  or  agencies  where  they  can  obtain  further  assistance.     Preserves  the  peace  at  public  gatherings, 
neighborhood  disputes,    family  fights  and  repossessions  of  property. 

3.  REPORT  WRITING  -  20% 

a.  Completes  detailed  crime  reports  on  all  reported  public  offenses,    crimes  and  vehicle  accidents.     In  cases 
where  an  arrest  is  made,   an  arrest  report  is  submitted  in  addition  to  the  required  crime  reports.     When 
property  is  recovered  or  additional  information  is  discovered  pertaining  to  a  previously  reported  offense, 
the  officer  completes  an  investigation  report. 

b.  When  other  departments  or  agencies  are  involved,   a  report  to  an  outside  agency  is  submitted  if  they  have 
sole  jurisdiction  or  interest;    otherwise,   an  extra  copy  of  the  normally  required  reports  is  forwarded  to 
them. 
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c.  Statements  are  taken  from  witnesses,    suspects  and  complainants  at  the  scene  of  most  serious  offenses, 
traffic  accidents  and  others  where  circumstances  dictate. 

d.  Brief  assignment  reports  are  required  on  assignments  where  no  offense  has  occurred  or  police  action  is 
net  required. 

e.  When  an  officer  is  involved  in  a  situation  where  there  is  unfavorable  public  reaction  or  charges  are  made 
against  a  police  officer,  a  letter  Is~submitted  through  command  channels  explaining  the  circumstances  in 
detail. 

4.  MISCELLANEOUS  ASSIGNMENTS  -  10% 

a.  Places  and  removes  No  Left  Turn  signs  during  peak  traffic  hours.     Directs  traffic  as  assigned;    serves 
warrants  as  directed;    guards  prisoners  who  are  receiving  treatment  at  hospitals. 

b.  Leaves  assigned  area  to  assist  fellow  officers  on  calls  of  a  serious  or  dangerous  nature.     Transports 
prisoners  when  a  patrol  wagon  is  not  available. 

c.  Confers  with  prosecuting  attorneys  and  testifies  in  court. 

d.  Witnesses  blood  tests  at  designated  hospitals  on  defendants  arrested  for  driving  under  the  influence  of 
intoxicants. 

e.  Accomplishes  other  general  duties  and  functions  as  they  are  assigned  or  become  necessary. 

5.  DAILY  LINEUP    (First  30  minutes  of  each  day)  -  5% 

a.  Inspection  of  uniform,   equipment  and  general  appearance;    roll  call  and  daily  duty  assignments. 

b.  Discussion  of  particular  crime  problems  and  review  of  crime  maps;    dissemination  of  administrative 
and  other  general  information. 

c.  Review  of  department  operating  procedures,   policy  and  criminal  law  changes. 

d.  Servicing  police  vehicles. 
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POLICE  DEPARTMENT  POSITION  DESCRIPTION 

Department  Position  Code  No.:    R  8.4-3 
REPORT  CLERK 


[CIVIL]  SERVICE  CLASS  TITLE:    Intermediate  Typist-Clerk 

CIVIL  SERVICE  CODE  NO.  :    (If  any) 

DIVISION,   SECTION,    UNIT  OR  DETAIL:    Records,   Report  Reproducing  Section 

HOURS  ASSIGNED:    Rotating  Shift 

IMMEDIATE  SUPERVISOR:    Sergeant 

NUMBER  OF  SUBORDINATES  SUPERVISED:     None 


SUMMARY 

The  Intermediate  Typist-Clerk  assigned  to  the  Records  Section  Report  Reproducing  Unit  logs  offense  and  other  police 
reports,  attaches  related  documents,    reproduces  reports  from  the  field  copies  submitted,   and  distributes  the  reports 
to  the  appropriate  division  or  agency.     A  Police  Clerk  or  Intermediate  Typist-Clerk,   when  assigned  to  the  Report 
Reproducing  Unit,    shares  the  same  duties  and  responsibilities  without  regard  to  class  title.     The  duties  and  responsi- 
bilities are  identical  for  throughout  the  day.     She  prepares  certain  reports  requiring  expeditious  processing.     She  also 
prepares  reports  given  by  citizens  who  appear  at  the  Services  Division  Office.     The  Clerk  is  supervised  by  the  Super- 
visor of  the  Report  Reproducing  Unit. 

DUTIES  AND  RESPONSIBILITIES 

1.  REPORT  REPRODUCTION  -  70% 

a.  Reproduces  reports  on  the  Xerox  machine  from  written  field  reports  and  prepares  reports  needing 
expeditious  handling  telephoned  in  by  officers  in  the  field. 

b.  The  Clerk  also  prepares  reports  made  by  citizens  appearing  at  the  Services  Division  Office,   after 
screening  by  the  Sergeant  on  duty. 

2.  ADMINISTRATIVE  RECORDING  -  25% 

a.  Logs  incoming  field  reports;   assigns  a  records  division  number,    reproduces  the  reports  and  distributes 
to  the  division  or  agency  concerned. 

b.  Receives  and  distributes  other  correspondence  as  directed;    collates  reports,    statements  and  related 
documents.     Assigns  beat  and  census  number  to  reports. 

3.  INFORMATION  SERVICES  -  5% 

a.  Answers  telephone  and  personal  inquiries  from  officers  and  employees  regarding  information  contained 
on  processed  reports. 

b.  Performs  miscellaneous  maintenance  of  Section  directories  and  guides.     Also  performs  other  miscellan- 
eous duties  as  directed. 
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PART    A.  Criminalistics  Caseload  for  1976 


B.  Crime  Lab  Mobil  Unit  Runs  vs  Latent 

Fingerprint  Recovery  and  Effectiveness 


C.  Crimes  Reported,    S.F.P.D.   in 

1975  and  1976 


D.  Synopsis  of  Workload  Standards  used  by 

Department  of  Justice,    Investigative 
Services  Branch 


E.  Overview  of  Crime  Lab  Management 

by  William  C.    Smith 


APPENDIX  II-  PART  A 
S.FJP.D.  -  CRIME  LAB  SURVEY,  JAN.  1977 
CRIMINALISTICS  CASELOAD  FOR  CALENDAR  1976 


CASES   (1) 

• 

Received 

Completed 

Pending 

Crimes  Aeainst  Persons: 

139 

126 

13 

Robbery 

68 

45 

16 

Assault 

281 

207 

74 

Forcible 
Rape 

145 

117      "■■ 

28 

Crimes  Aeainst  Property: 
Auto  Theft 

9 

6 

3 

Theft 

Included  ii 

.  Miscellaneous 

Burglary 

46 

24 

22 

Arson 

9 

6 

3 

Hit  &  Run 

> 

14 

8 

6 

Miscellaneous 

186 

146 

40 

Controlled 
Substances 

2804 

2804 

-0- 

Blood/Urine 
Alcohol 

Responsibility 
Health 

of  City/County  De 

sartment  of 

Breath  Alcohol  Tests/ 
Maintenance 

182 

182 

Firearms   (2) 

332 

Court  Appearances 

122 
(251  Hours) 

Polygraph  Examinations 

120 

The  laboratory  has  traditionally  used  the  number  of  examinations  and  items  examined 
as  a  measure  of  workload.  For  this  survey,  the  laboratory  director  was  requested 
to  translate  "examinations"  into  "cases",  where  possible,  which  allows  a  direct 
comparison  of  "cases"  with  the  departments  crime  rate  statistics  and  the  workload 
standards  developed  by  the  DO  J  Crime  Lab  System. 

"Examinations"  requested  have  been  translated  into  cases  for  which  one  or  more 
examinations  were  requested.  Completed  means  a  written  report  has  been  made. 
Pending  means  no  lab  work  initiated,  or  no  work  needed  (i.e.  backlog) . 

Firearms  "cases"  represents  the  number  of  individual  firearms  examined  and  test 
fired  under  the  guidelines  of  the  FIREARMS  IDENTIFICATION  GRANT  for  comparison 
with  open  firearms  cases. 
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APPENDIX  II-  PART  B 
S.F.P.D.     -     CRIflE  LAB  SURVEY,    JANUARY,    1977 

CRIME  LAB  MOBIL  UNIT  RUNS  VS.   LATENT  FINGERPRINT 

RECOVERY  AND  EFFECTIVENESS 


DEVELOPMENT  (1) 

COMPARISON  (2) 

FILE  SEARCH 

MONTH 

POWDER 

CHEMICAL 

PHOTO. 

SUSPECTS 

ELIMINATION 

(COLD  HITS) 

JAN   + 

452 

7 

23 

7 

711 

14 

205 

FEB   + 

356 

1 

7 

2 

•  -  i 

609 

14 

344 

MAR   + 

395 

2 

21 

2 

- 

546 

4 

318 

1 

APR   + 

405 

31 

7 

3 

- 

515 

29 

149 

1     I 

MAY   + 

347 

5 

15 

2 

1 

- 

536 

14 

203 

JUN   + 

352 

4 

22 

9 

- 

673 

5 

141 

JUL   + 

412 

9 

' 

15 

4 

4 

- 

680 

15 

146 

AUG   + 

328 

7 

13 

3 

2 

- 

589 

4 

194 

SEPT  + 

203 

1 

20 

2 

- 

576 

3 

156 

1 

OCT   + 

366 

2 

17 

4 

- 

627 

3 

275 

20 

NOV   + 

335 

4 

12 

4 

1 

- 

733 

12 

210 

DEC   + 

282 

118 

4 

2 

-  - 

598 

5 

260 

(1)  Development  (+) 

(2)  Comparison  (+) 


usuable  latents ;   (-)  =  no  usuable  latents 

identified  with  suspect;   (-)   =  not  identified  with  suspect 


APPENDIX  II-  PART  C 


CRIMES  REPORTED  BY  THE  SAN  FRANCISCO 
POLICE  DEPARTMENT,  1975,  1976a 


1975 
(actual) 

1976 
(proj  ected) 

Percent 
change 
1975/1976 

Seven  major  offense  total  . 

< 

Aggravated  assault.  .  .  . 

64,518 

44,161 

138 

547 

5,687 

■2;  765 

17,505 

29,270 

8,913 

8,606 

77,188 

54,691 

128 

631  " 

6,638 

3,410 

21,915 

34,123 

11,626 

10,343 

19.6 

23.8 

-7.2 
15.4 
16.7 
23.3 
25.2 

Motor  vehicle  theft  .  .  . 

16.6 
30.4 
20.2 

December  1976  figures  were  not  available;  they  were  projected  based  on  the 
prior  eleven  months  data  that  were  reported. 
^All  thefts  are  included  in  the  total  crime  index;  only  thefts  over  $200  are 
included  in  the  seven  major  offense  total. 


Bureau  of  Criminal  Statistics 
January  1977 


APPENDIX  II-  PART  D 


MANAGEMENT  REPORT  -  CENTRAL  AREA  -  JULY,   1975 


I.     EFFICIENCY  -  WORKLOAD  STANDARDS 


Program 

No.  Completed  Cases 

X 

Workload  Facto 

r  =  Total  Points 

CRIMES/PERSONS 

Lab  1 

Lab  2 

Lab  3 

Lab  4 

X  15 

31 

13 

11 

0 

825 

CRIMES/PROPERTY 

16 

13 

7 

1 

X  15 

555 

CONTROLLED 

155 

5 

71 

95 

X  1 

326 

SUBSTANCES 

BLOOD  ALCOHOL 

208 

102 

118 

139 

X  1 

567 

TOTAL  POINTS 

1068 

497 

459 

249 

• 

=   2273 

TOTAL  WORKING 

21 

CRIMINALISTS 

9 

5 

5 

2 

II.  EFFECTIVENESS 


MANAGEMENT  REPORT  - 
Central  Area 


Program 

Laboratory 

No.  Cases 

Responded 

To 

Responded  To 
Within  Response 
Time 

a 

to 

Expected 

Response 

Time 

Crimes/Persons 

Lab  1 

25 

17 

68* 

. 

Lab  2 
Lab  3 

9 
12 

4 
3 

44% 
25% 

5 
DAYS 

Lab  4 

0 

0 

0 

TOTAL 

46 

24 

52% 

Crimes/ 
Property 

Lab  1 
Lab  2 
Lab  3 

18 

13 

6 

9 
2 
1 

50% 
15% 
17% 

5 
DAYS 

Lab  4 

1 

1 

100% 

TOTAL 

38 

13 

34% 

Controlled 
Substances 

Lab  1 
Lab  2 
Lab  3 

150 

3 

68 

147 

3 

28 

98% 

100% 

41% 

2 
DAYS 

Lab  4 

86 

43 

50% 

TOTAL 

307 

221 

72%  - 

Blood  Alcohol 

Lab  1 

208 

205 

99% 

Lab  2 

102 

49 

48% 

1 

Lab  3 

118 

68 

58% 

DAY 

Lab  4 

139 

77 

55% 

TOTAL 

567 

399 

70% 

| 
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APPENDIX  II-  PART  E 


Overview  of  Crime  Laboratory  Management 
William  C.  Smith 


One  of  the  basic  traditional  problems  existing  in  crime  laboratory 
gement  is  that,  generally,  the  laboratory  manager  comes  from  the  techni- 
ranks.  The  pattern  starts  with  the  working  criminalist  proceeding 
>ugh  the  civil  service  positions  to  the  top  journeyman  level  obtainable. 
;his  point,  there  is  no  advancement  for  him  unless  he  moves  into  the  mana- 
ial  jobs.  Thus,  the  most  experienced  technical  men  gravitate  to  manage- 
:  positions.  This  is  not  bad,  in  itself,  because  expertise  in  criminal- 
ics  is  a  desirable  attribute  in  a  laboratory  manager.  It  does  present 
:ain  handicaps,  however,  some  of  which  are  hard  to  overcome. 

Trying  to  transform  a  technical  person,  who  has  been  trained  to  deal 
i  scientific  principles,  into  a  person  who  can  handle  people  and  deal 
actively  with  employee  problems  and  concerns  is  a  different  undertaking. 
of  the  hardest  areas  for  the  new  manager  is  the  mental  transition  from 
igs  and  systems  to  flesh-and-blood  people.  A  common  mistake  made  by  a 
hnical  person  on  becoming  a  manager  is  to  say  to  himself,  "OK,  I'm  the 
ager,  it's  up  to  me  now.  How  can  I  get  things  done  and  the  work  out?" 
mediately,  his  mind  turns  to  categorizing  everything  logically  and 
eeloping  a  system  to  deal  with  all  of  the  problems.  His  analytical  mind 
frts  churning,  and,  in  all  likelihood,  he  spends  a  good  deal  of  time  work- 
n  on  a  management  system--a  step-by-step  process  where  everything  is 
adled  in  the  most  expeditious  manner.  What  he  generally  ends  up  with  is 
eautiful,  well-organized  system,  running  smoothly  on  paper.  The  whole 
<ln  is  logical  and  sequential.  Everything  has  its  place  and  nothing  is 
cgotten-except  the  people. 

The  most  important  thing  a  laboratory  manager  can  develop  is  a 
ulaightforward, open  relationship  with  his  employees;  employee  satisfaction 


is  his  most  important  objective.  He  accomplishes  this  through  dealing 
effectively  with  people,  not  through  organizing  systems  and  developing  job 
responsibilities.  He  has  to  have  the  ability  to  get  along  well  with  people, 
and  this  doesn't  necessarily  come  from  being  logical.  Probably  many  of  you 
have  heard  the  question,  "What  do  you  want,  a  boss  or  a  leader?"  The  answer, 
of  course,  is  that  the  manager  should  strive  to  be  a  leader,  not  a  boss.  A 
leader  is  someone  who  can  relate  to  the  people  he  supervises.  A  leader  must 
take  a  personal  interest  in  his  colleaques.  It  sounds  simple  to  be  a  leader, 
but  it's  easier  to  be  a  boss. 

Many  laboratory  managers  have  fallen  into  this  trap.  They  have  worked 
hard  developing  their  technical  expertise,  and  many  even  thought  they  had 
developed  their  managerial  ability  by  developing  logical  systems.  They  end 
up  getting  so  tied  up  in  their  own  systems,  however,  that  they  become  unbend- 
ing. 

Because  they  have  given  a  lot  of  thought  to  determining  the  "best"  way, 
they  seem  to  feel  it  is  the  "only"  way. 

The  laboratory  manager  must  put  this  attitude  on  the  back  burner.  His 
knowledge  and  expertise  are  valuable,  of  course,  but  he  has  to  interweave  it 
in  his  style  slowly.  It  can't  be  dished  out  to  the  laboratory  staff  as  "Here 
it  is,  take  it  or  leave  it."  He  has  to  convey  his.  knowledge  to  them  by 
gradually  developing  the  same  awareness  in  them.  The  essential  ingredient 
is  for  the  manager  to  relate  to  his  employees  and  make  them  feel  important 
and  worthwhile.  Each  employee  has  to  see  his  worth  in  the  laboratory.  He 
has  to  know  that  he  is  important  and  is  a  vital  part 'of  the  laboratory 
operation — that  without  him,  the  laboratory  would  be  diminished. 

I  think  one  of  the  best  and  simplest  ways  of  doing  this  is  for  the 
manager  to  really  listen  to  his  employees.  This  does  not  mean  that  he  has 
to  always  agree  with  them,  but  he  has  to  be  willing  to  sit  down  and  hear 
them  out.  Listening  and  keeping  hi-s  ears  and  mind  open  will  go  a  long  way 
in  instilling  in  them  a  feeling  of  importance.  Each  employee  has  to  believe 
that  the  lab  is  as  much  his  as  it  is  the  manager's,  a  fact  that  most  managers 


uuld  agree  with  but  one  that  their  actions  often  belie.  Just  a  simple  act 
ilf  not  taking  a  few  minutes  out  of  your  day  to  sit  down  with  the  staff  over 
ti  cup  of  coffee  leaves  the  impression  that  you  are  too  busy  running  the 
iboratory,  that  you  have  a  great  responsibility  and  heavy  burden  in  which 
ill  employees  cannot  participate. 

To  me,  the  answer  to  this  typical  problem  is  very  clear:  Unes  of  . 
ommunication  have  to  be  kept  open.  Employees  have. to  be  kept  as  fully 
iformed  as  possible.  When  the  lines  of  communication  are  kept  open, 
mployees  are  generally  more  content  and  more  receptive  to  management's 
oncepts  and  ideals.  Basic  psychology  tells  us  that  for  an  individual  to 
lb  a  good  job,  he  needs  to  be  noticed.  It  is  amazing  how  the  manager  by 
k;  simple  an  act  as  walking  around  the  laboratory  in  the  morning  to  greet 
ie  staff  can  lift  the  morale  of  the  laboratory.  Taking  the  time  to  communi- 
ite  on  a  personal  level  with  each  of  them  is  such  a  simple  thing,  but  how 
-equently  it  is  overlooked. 

The  basic  pattern  of  how  most  people  communicate  and  get  along  with 
•ie  another  is  probably  pretty  much  formed  in  the  environment  each  person 
rew  up  in.  I  think  the  majority  of  us  grew  up  in  an  atmosphere  where  we 
ommunicated  effectively  with  others.  So,  much  of  what  is  needed,  then,  is 
ar  the  new  manager  to  enhance  his  already  present  ability.  He  needs  to 
Drmally  consider  subjects  concerning  communication  and  interpersonal 
slationships.  These  are  subjects  that  could  be  dealt  with  and  covered  very 
dequately  in  management  training  courses,  which  I  strongly  encourage  every 
aboratory  manager  to  take.  I  know  this  pays  dividends  judging  from  exper- 
=nce  in  the  laboratory  system  in  California  where  all  laboratory  managers 
ake  a  basic  two-week  course  in  management  development.  The  course  has 
ffectively  allowed  each  of  the  managers  to  look  at  his  own  management  style 
ad  personality  and  to  see  how  he  can  deal  with  people  more  effectively. 

To  me,  it  is  clear  that  the  lab  manager  has  to  walk  a  fairly  fine  line 
n  the  laboratory—being  both  visible  and  invisible.  That  is  to  say,  he 
as  to  be  visible  enough  to  his  people  to  assure  them  that  he  is  ready  to 
elp,  encourage,  and  support  them.  At  the  same  time,  however,  he  cannot  be 


Big  Brother,  looking  over  the  employees'  shoulders  all  the  time.  A  good 
deal  of  the  time  he  has  to  be  invisible,  allowing  them  to  work  unhindered. 
One  of  the  ways  that  I  and  other  laboratory  managers  have  found  to  handle 
this  kind  of  situation  is  to  maintain  what  we  call  an  "open  door  policy." 
The  door  to  my  office  is  open  all  the  time,  and  all  the  employees  know  that 
I  am  available  for  them  to  drop  in  on  anytime—to  talk  about  things  that 
may  be  bothering  them  or  to  chat  about  a  case  or  whatever  they  feel  the  need 
to  talk  about.  I  find  that  when  my  door  starts  closing,  I'm  really  closing 
myself  off  from  the  laboratory  staff.  So,  for  me,  the  more  I  keep  that  door 
open,  the  better  the  lines  of  communication  I  have. 

Communication  lines  also  have  to  be  maintained  beyond  the  immediate 
laboratory  staff.  Communication  has  to  be  extended  to  the  people  the 
laboratory  deals  with  and  the  agencies  it  serves.  I  have  noticed  that  a 
good  many  of  the  laboratories  I've  come  in  contact  with  tend  to  become  iso- 
lated entities.  Much  of  this  has  come  about  because  laboratory  managers  are 
too  occupied  with  internal  matters  and  with  "promoting"  professionalism  in 
criminalistics.  Tn  some  situations,  it  seems  that  professionalism  in 
criminalistics  has  become  tantamount  to  autonomy.  There  is  no  way  that 
criminalistics  can  survive  if  it  is  autonomous  in  nature.  Crime  laboratories 
cannot  operate  in  a  vacuum.  They  need  the  support  of  the  agencies  they  are 
serving.  We  have  to  look  at  criminalistics  as  a  service  agency  in  the 
criminal  justice  system.  It  is  not  the  only  element  in  the  criminal  justice 
system  and  thus  needs  police  departments,  district  attorneys,  and  courts 
so  as  to  function  in  a  worthwhile  capacity.  For  this  reason,  lines  of 
communication  have  to  be  kept  open  between  the  laboratory  and  the  user 
agencies;  it  needs  their  feedback. 

There  is  no  way  I  know  of  that  a  laboratory  manager  can  sit  back  in 
his  ivory  tower  and  determine  what  is  good  for  the  whole  system.  He  needs 
constant  contact  with  chiefs  of  police,  sheriffs,  and  other  law  enforcement 
officials.  One  of  the  best  ways  to  do  this  is  to  regularly  attend  the  local 
monthly  chiefs-of-police  meetings  and  other  such  meetings  of  law  enforcement 
officials,  if  for  no  other  reason  than  to  make  one's  presence  visible. 
Again,  just  as  in  the  laboratory  setting,  it  requires  listening  to  their 


problems  and  their  concerns  and  being  open  and  honest  with  them  in  relating 
the  problems  and  concerns  of  the  laboratory. 

One  way  that  we  in  the  California  State  system  attempted  to  qet  back 
user  information  was  to  send  out  a  case  questionnaire  on  each  case  on  which 
our  laboratory  had  worked. (See  Appendix  I.)  These  forms  were  sent  out  at 
intervals  of  two  and  three  months  at  varying  times  throughout  the  year. 
Three  simple  questions,  requiring  just  a  checked  yes  or  no  were  all  that  was 
needed;  space  for  comments  was  provided  also.  The  questions  dealt  with  the 
cooperativeness  of  laboratory  personnel,  the  quality  of  work  and.  the  turn- 
around time  of  case  work.  By  analyzing  the  forms,  problems  and  potential 
problems  could  be  identified  readily.  We  found  it  important  before  beginning 
this  project  to  clearly  notify  all  of  the  laboratory  personnel,  including 
the  managers,  that  this  was  not  a  check  up  on  their  particular  work.  The 
form  served  only  as  a  guide  to  identify  possible  misunderstandings  and 
problems  that  had  occurred  or  had  a  potential  for  occurring  in  the  future. 

Although  it  was  difficult  at  first  getting  agencies  to  use  the  forms 
and  getting  laboratory  personnel  to  accept  the  basic  concept,  the  results 
were  very  good.  They  signified  a  fairly  high  level  of  service;  yet  several 
problems  were  detected  before  they  got  out  of  hand.  They  served  in  another 
way  by  helping  our  lab  managers  determine  the  impact  of  their  work,  develop 
priorities,  and  establish  reasonable  time  frames  that  would  help  user  agen- 
cies meet  their  needs  and  deadlines. 

Although  the  form  was  greeted  with  skepticism  at  first,  it  certainly 
helped  each  laboratory  manager  to  see  how  the  laboratory  was  viewed  by  other 
agencies  in  the  criminal  justice  system.  Thus,  a  line  of  communication  was 
opened  which  had  not  existed  before.  We  found  that  this  line  of  communica- 
tion actually  reached  not  only  the  higher  levels  but  also  it  reached  the 
patrolman  or  the  detective  who  was  submitting  a  case  for  analysis.  Although 
this  was  a  small  step,  it  was  beneficial  from  our  laboratory's  standpoint. 

This  brings  up  another  point  that  I  think  a  laboratory  manager  should 
keep  in  mind  all  the  time.  He  should  be  willing  and  able  to  make  changes. 


He  should  not  be  locked  into  his  ideology  and  dogma  so  rigidly  that  it  is 
impossible  for  him  to  change.  But,  here  again,  there  is  a  fine  line.  A 
manager  has  to  be  willing  to  change  but  not  just  for  the  sake  of  change 
itself.  He  has  to  always  keep  in  mind  what  he  is  trying  to  accomplish  and 
then  make  changes  in  his  system  to  better  accomplish  the  goals.  Change  is 
difficult  for  most  employees  to  accept  so  it  should  be  very  clear  that  the 
reason  for  the  change  is  that  it  is  for  the  good  of  the  system.  A  lab 
manager  should  keep  this  in  his  mind  constantly.  He  should  ask  himself, 
"What  is  it  that  I  am  trying  to  accomplish?"  "Am  I  addressing  myself  to 
the  real  problem?"  I  think  that  approaching  any  laboratory  operation  with 
this  clearly  in  mind  will  help  the  manager  make  the  proper  and  necessary 
changes. 

One  of  the  besj:  examples  of  this  happened  not  too  long  ago  in  our 
laboratory  system.  Our  laboratories  were  doing  approximately  2,000  analyses 
a  month  for  alcohol  in  blood  and  urine  samples.  In  each  one  of  these  cases, 
three  different  typing  operations  were  needed.  A  worksheet,  a  report,  and 
an  index  card  were  typed,  using  a  good  deal  of  clerical  time.  The  problem 
was  recognized  by  the  laboratory  managers  and  the  question  was  asked, 
"Couldn't  we  do  this  in  a  more  expeditious  manner?"  We  addressed  the  prob- 
lem and  spent  a  day  brainstorming  it.  What  emerged  was  a  new  blood-alcohol 
recordkeeping  system  that  necessitated  only  one  typing,  saving  approximately 
40  per  cent  of  our  clerical  time.  In  this  new  system,  there  was  incorporated 
all  the  necessary  reporting  information  and  deleted  the  unnecessary  informa- 
tion. A  simple  act  of  changing  a  form  and  a  way  of  reporting  saved  the  State 
of  California  dollars  and  man-hours  of  work.  That  kind  of  change  was  needed, 
and  it  was  welcomed  by  all  laboratory  employees  because  there  was  an  obvious 
purpose  behind  it. 

I  think  the  most  worthwhile  changes  are  those  that  come  from  employees 
who  can  readily  see  that  a  change  could  help.  When  the  changes  are  initiated 
by  the  employees,  there  is  no  need  to  convince  them  that  the  changes  are  good. 
An  example  of  this  occurred  recently  in  our  laboratory  system.  One  of  our 
laboratories  had  a  sufficiently  large  narcotic  and  dangerous  drug  case  load 
that  required  two  people  full  time.  The  case  load  averaged  from  250  to  300 


larcotic  and  dangerous  drug  cases  a  month.  To  manage  this  problem,  two  of 
jur  criminalists  were  assigned  as  a  team  for  a  two-week  period,  after  which 
they  were  rotated  from  that  area  into  another  area  and  another  team  was 
-otated  in.  This  allowed  all  the  criminalists  to  share  in  the  heavy  narcotic 
:ase  load  equally. 

The  criminalists  in  that  laboratory  approached  us  with  a  proposal, 
suggesting  that  we  continue  the  assignment  of  two  people  as  a  team  for 
two  weeks  and  suggesting  also  that  one  person  could  handle  the  narcotic 
:ase  load,  thus  freeing  the  other  one  to  do  research  and  development  work. 
They  maintained  that,  by  working  a  little  harder  and  putting  in  a  little 
>xtra  time,  one  person  could  handle  the  narcotic  problem.  In  this  way, 
one  person  was  able  to  free   the  other  for  an  entire  week  of  research  and 
development.  We1  eagerly  accepted  that  idea  because,  among  other  things, 
ve  could  see  that  it  would  have  a  positive  effect  on  the  laboratory  staff. 
The  idea  has  worked  \iery   well:  the  criminalists  put  in  a  little  extra  time 
ind  work  harder  when  performing  their  week  of  drug  work  so  that  they  can  be 
free  to  have  a  week  to  do  their  research  and  development.   Everyone  has 
jained  from  it.  The  laboratory  has  gained  by  having  more  research  and 
Jevelopment  work  undertaken,  and  the  individuals  have  gained  by  being  able 
to  participate  in  a  research  program.  In  all  likelihood,  if  the  laboratory 
nanager  had  initiated  that  change,  it  would  not  have  met  with  the  success  it 
is  now  experiencing.  The  employees  wanted  it.   It  was  their  idea.  To  them 
it  represented  a  valuable  contribution  to  the  laboratory  and  a  valuable 
>rofessional  contribution  to  their  careers.  I  emphasize  that  this  only 
jccurred  because  a  manager  was  able  to  listen,  to  understand,  and  to  be 
receptive  to  his  employees'  suggestions.   In  short,  he  implemented  the 
jmployees'  idea.  That's  the  kind  of  thing  laboratory  managers  should  look 
for  and  encourage.   It  is  one  of  the  yardsticks  that  sets  apart  good  managers 
from  mediocre  ones. 

Up  to  this  point,  I  have  addressed  laboratory  management  solely  from 
n/ithin  the  framework  of  communications  and  employee  satisfaction.  Although 
those  factors  are  essential  to  the  operation  of  a  good  laboratory,  there 
ire  other  areas  that  should  be  studied;  the  setting  of  goals,  the  accomplish- 


men 


t  of  objectives,  the  work  product,  and  the  rendering  of  timely  services. 


\t   cannot  be  over  emphasized  that  the  major  objective  of  any  laboratory 
manager  is  to  develop  harmonious  employer-employee  relationships  and  labora- 
tory-user agency  relationships.  Employee  and  user  satisfaction  has  to  be 
the  primary  goal  of  any  "good  laboratory  manager.  After  this  has  been 
accomplished,  we  can  turn  our  attention  to  other  ways  in  which  the  labora- 
tory operation  can  be  improved  using  various  management  techniques. 

One  management  tool  in  our  crime  lab  system  that  has  been  found  to 
be  very  useful  is  our  Management-by-Ob jectives  Program.  A  good  deal  of  time 
and  effort  on  our  part  was  spent  devising  the  best  way  to  develop  such  a 
program.  We  finally  decided  to  hire  an  outside  management  consulting 
firm  to  help  us  develop  the  program,  which  allowed  us  to  see  our  own  pro- 
•blems  in  a  fresh,  new  light.  We  learned  early  in  the  game  not   to  immediately 
institute  the  Management-by-Objectives  Program  throughout  our  whole  labora- 
tory system.  Instead,  we  attempted  to  develop  it  first  for  top-level 
management  personnel.  That  is  basically  where  we  are  today  with  the  program. 
We  hope  to  be  able  to  filter  it  down  through  our  managerial  ranks  soon. 

The  Management-by-Objectives  Program  has  been  very  beneficial  for  our 
top-level  managers.  It  has  allowed  them  to  establish  work  priorities  and  to 
develop  critical  objectives.  One  of  the  things  we  discovered  quickly  was 
that  a  lot  of  our  work  was  not  necessary  or  was  of  little  importance.  By 
looking  at  our  goals  and  objectives,  we  discovered  that  a  lot  of  time  was 
devoted  to  the  trivial  things  in  the  laboratory  rather  than  to  critical 
tasks.  Our  Management-by-Objectives  Program  allowed  us  to  see  and  identify 
critical  areas  and  to  develop  programs  so  as  to  address  these  areas.  We 
find  this  to  be  an  excellent  way  to  accomplish  the  major  objectives  that  we 
set  forth  in  our  laboratory  system. 

Another  area  we  have  improved  recently  is  the  format  of  our  labora- 
tory reports.  Until  recently,  our  laboratories  had  generated  a  fairly  typi- 
cal laboratory  report  on  any  case  on  which  they  worked.   (See  Appendix  II). 
In  reviewing  our  laboratory  reports,  we  discovered  they  were  frequently 


lengthy  and  were  hard  to  read  and  understand.  To  alleviate  this  problem  we 
developed  what  we  call  an  "expository"  report  format.   (See  Appendix  III.) 
This  reporting  system  has  helped  improve  the  quality  of  reports  coming  from 
our  laboratories.  The  basic  difference  in  our  new  report  format  is  that  a 
summary  of  the  conclusions  is  put  first.  This  allows  the  reader  quick  access 
to  the  necessary  information  without  his  having  to  wade  through  several 
paragraphs  to  discover  the  laboratory's  conclusions.  The  new  expository 
report  format  seemed  to  help  our  criminalists  also.  It  provided  an  oppor- 
tunity for  them  to  clearly  see  what  they  had  been  asked  to  do  and  what  their* 
conclusions  were.  The  new -reporting  system  has  worked  very  well  and  is  a. 
welcomed  change  over  ±he  old  reporting  format. 

As  is  in  any  organization,  workload  data  in  terms  of  input,  output, 
and  backlog  are  necessary  to  record.  We  also  found  it  desirable  to  measure 
our  responsiveness  to  different  types-  of  cases  against  what  we  considered 
to  be  the  "ideal."  Our  laboratory  system  is  complex;  we  have  many  different 
types  of  laboratories,  each  with  varying  caseloads.  Some  are  heavy  in 
criminalistics  work,  others  deal  primarily  in  narcotics  and  dangerous  drugs, 
and  still  others  are  predominantly  concerned  with  blood-alcohol  analyses. 
We  wanted  .to  develop  a  system  to  measure  statistically  the  amount  of  work 
received  and  completed  by  each  laboratory.  We  needed  this  information  to 
use  our  manpower  better  and  to  be  able  to  predict  workload  shifts.  The  way 
we  tackled  the  problem  was  to  arbitrarily  assign  each  case  a  point  value. 
Three  different  point  values  were  established:  A  blood-alcohol  case  was 
given  a  value  of  one  point;  a  narcotic  and  dangerous  drug  case  was  also 
given  a  value  of  one  point;  and  our  criminalistics  cases  were  given  a  value 
of  15  points.  These  points  were  arrived  at  on  a  trial -and-error  basis.  It 
has  been  our  experience  that  our  laboratories  in  an  average  month  will 
accumulate  approximately  100  points  per  analyst.  In  each  of. our  laboratories 
we  could  compare  work  output  from  laboratory  to  laboratory  by  simply 
multiplying  the  caseload  by  the  appropriate  points.  This  gives  us  the  means 
to  statistically  analyze  the  caseload  in  any  one  of  our  laboratories  and 
allows  us  the  needed  flexibility  to  reassign  cases  or  criminalists  to  meet 
the  workload  requirements.   (See  Appendix  IV.)  . 


Another  area  we  found  important  to  look  at  was  the  "response  time" 
per  case.  We  defined  response  time  as  the  time  lag  between  a  case  arriving 
in  a  laboratory  and  work  beginning  on  it.  These  time  frames  were  based  on 
our  assessment  of  what  the  court  system  required  and  on  what  our  police 
agencies  told  us  they  needed.  We  approached  it  as  an  "ideal"  to  strive  for. 
The  response-time  framework  that  we  set  up  as  "ideal"  was  a  one-day  response 
for  b*lood  alcohols,  a  two-day  response  for  controlled  substances,  and  a 
five-day  response  for  crimes  against  persons  and  crimes  against  property. 
Each  month,  these  are  reported  out  in  terms  of  percentage  of  actual  versus 
ideal  that  each- laboratory  has  been  able  to  achieve.  {See  Appendix  V.)  For 
example,  say  a  laboratory  responded  to  25  crimes-against-persons  cases  for 
the  month.  Out  of  those  25,  20  were  within  five  days  from  the  time  the  case 
was  submitted  to  the  laboratory.  That  laboratory  would  report  an  80% 
response  in  the  crimes-against-persons  category. 

These  figures  gave  us  a  rough  idea  of  how  well  our  laboratories  were 
meeting  the  demands  of  the  criminal  justice  system  and  how  well  we  were 
functioning  in  that  system.  By  examininy  these  results  versus  our  case 
questionnaire  (See  Appendix  I),  we  were  able  to  determine  whether  our  time 
frames  were  realistic.  This  case-questionnaire  gave  us  an  indication  of  . 
what  our  user  agencies  would  tolerate  in  the  way  of  turn-around  time. 
Comparing  these  with  our  response  times,  we  got  a  good  indication  of  whether 
our  time  frames  were  realistic.  As  it  has  worked  out,  we  discovered  that 
they  are  fairly  realistic,  although  some  minor  local  variations  occur. 

Another  useful  statistic  is  a  quarterly  breakdown  of  the  use  of  our 
laboratory  services  by  the  police  agencies.  By  looking  at  the  number  of 
cases  each  police  agency  submits  to  our  laboratory  system,  we  can  evaluate 
how  effectively  each  agency  is  using  our  laboratory  services.  We  found 
that  we  could  predict  roughly  the  number  of  cases  an  agency  should  be 
submitting  to  the  laboratory.  The  number  of  an  agency's  available  sworn 
officers  was  compared  with  the  percentage  of  cases  that  were  submitted  to 
the  laboratory.  From  this,  we  could  predict  the  number  of  cases  we  would 
expect  an  agency,  regardless  of  its  size,  to  submit  to  the  laboratory.  (See 
Appendix  VI.)  When  we  first  started  summarizing  this  information,  we 
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discovered  that  some  agencies  were  using  the  laboratories  infrequently.  Our 
laboratory  managers  were  alerted  to  this,  and  for  each  agency  an  assessment 
was  made  of  the  apparent  problems.  Some  of  these  required  a  public  rela- 
tions visit,  and  others  required  training  of  their  police  personnel  in  the 
handling  and  recognition  of  physical  evidence.  We  have  noticed  in  several 
recent  reports  that  most  of  our  "low  user"  agencies  are  now  submitting  more 
cases  to  our  laboratories.  This  type  of  monitoring  system  has  been  very 
helpful  in  discovering  potential  problem  areas. 

The  areas  that  we  have  explored  in  this  chapter  on  laboratory  management 
are  only  a  portion  of  the  total  management  picture.  For  lack  of  space  and 
time,  many  vital  areas  have  not  been  developed.  The  subjects  that  are 
explored  were  chosen  because  they  represent  some  of  the  most  pressing  prob- 
lems in  today's  crime  laboratories.  The  management  of  crime  laboratories 
basically  is  not  different  than  the  management  of  other  organizations.  Sound 
personnel  practices  coupled  with  an  understanding  of  how  to  best  serve  the 
criminal  justice  system  comprise  the  "root"  system  that  is  needed  for  the 
growth  of  a  viable  crime  laboratory. 
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APPENDIX  III 


PART    A.  Floor  Plan,    San  Francisco  Police  Department 

Criminalistics  Laboratory 


B.  Summary  Physical  Plant  -  Space  and 

Equipment 


C.  Space  and  Equipment  Listing 
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APPENDIX  III  -  PART  B 

SAN  FRANCISCO  POLICE  DEPARTMENT  CRIME  LAB  SURVEY,  JAN.  1977 
(Refer  to  floor  plan  for  room  location  and  numbers) 

hysical  Plant — Space  and  Equipment  Summary 


Rm# 


4061 
4062 
4063 
4064 
4065 
4066 
4067 


Part  A  -  Fourth  Floor 
Laboratory  Work  Space 


Spectroscopy 

Microscopy 

Chemistry  Laboratory 

Photo  Dark  Room 

Crim.  Office/Drafting  (l) 

2  Crim.  Office/General  Work  (l) 

Gas  Chromotography 


(Basement) 

G  23      Firearms  Exam.  Room  &  Mobil 
Unit  Work  Space 

NOTE:   (l)  Criminalist  desk/office  included  in  work  space 


Sq.  Ft.* 


218 
285 
364 
70 
100 
176 
100 


300 

300 

1913 


Rm# 


Part  B  -  Fourth  Floor 
Ancillary/Non-Lab  Space 


4084 

4072 

4071 

4070 

4158) 

4059)- 

4l60) 

4068 

407A 

4074A 

4073 


Ent ry/Rec  ept  ion 
Crim.  0.1. C. 
Files 
Evidence 

Drug  Evid.  Storage 

Clerical  Offices/Library 
Men's  Locker  Room 
Men's  Toilet 
Confer/Lunch  Room 


162 
98 
64 
93 

207 

205 
208 
102 
170 
1309 


tta  #• 


Part  C  -  Fifth  Floor 

Mobil  Unit  Staff  Office/Work  Space 


13 


Staff  of  10  persons 


644 


Totals             Crime  Lab  and  Mobil  Unit  Operations 

Crime  Lab  (Part  A)  -  Lab  Work  Space 

Crime  Lab   (Part  B)  -  Ancillary/Non-Lab  Space 

1913 
1309 

Sub  Total 

3222 

Mobil  Unit   (Part  C)  -  Staff  Office/Work  Space 

Jkk 

TOTAL 

3866 

*AU  room  sizes  are  inside  dimensions   (ID);   and  areas  given  do  not 
space  except  for  entry/reception,   Room  4084  and  4084A. 

include  hall 

Be 


APPENDIX  III-  PART  C 

SAN  FRANCISCO  POLICE  DEPARTMENT  CRIME  LAB  SURVEY,  JAN. 
(Refer  to  floor  plan  for  room  location  and  number) 

Physical  Plant  and  Equipment 

1977 

Rm  or 
iDoor  # 

'•Original"  Rm.  Use 
Present  Rm.  Use 

Equipment/ 
Furniture 

Rm.  Size/ 

Sq.  Ft.  (I.D.) 

Remarks 

4th  Floor 

4084 

and 

4084A 

Door 

435 

"Entry/Recept  ion" 
Same 

Evid.  Counter 

(a)  Evid.  Lockers 

(b)  Desk 

13  x  126 

(Incl.  hall) 
162 

(a) Common  entry 
for  crime  lab 
and  photo  lab" 

;4072 

"Crim.  0.1. C." 
Same 

Desk,  Table 
File  Cab. 

86  x  ll6 
98 

(a)  Cluttered 

-4071 

"Files" 
Same 

File  Cab's  and 
Stor.  Boxes 

S6  x  76 

64 

(a)  Cluttered 
No  purge  criter 

4070 

"Evidence" 
Same 

Shelves,  file 
Cab's,  refrig. 

S6  x  11 
93 

(b)purge  & 
organize 

'4158 
4059 
4160 

"Polygraph" 
Drug  Evid.  Stor. 

"View" 
Drug  Evid.  Stor. 

"Rec's" 
Drug  Evid.  Stor. 

Shelves,  file 
Cab's,  Boxes 

Cab's,  Boxes 
Cab's,  Boxes 

8  x  15 
120 

6x8 
48 

6  x66 

39 

207 

Inappr opr iat  e 
space  use 

4068 

"Research/Report " 

Clerical  Office 
Lab.  Library 

(a)  2  desks 

(b)  file  cab/ 

(c)  7°  wdth. 
book  shelves 

10°  x  196 

205 

(a)  functional 
(b) functional 

4074 

"Men's  Locker  Rm. " 

Lockers  used  by 
Lab  &  Mobil  Unit 
Staff 

1 

66  x  32 

208 

Same 

SAN  FRANCISCO  POLICE  DEPARTMENT  CRIME  LAB  SURVEY,  JAN.  1977 
(Refer  to  floor  plan  for  room  location  and  number) 


Physical  Plant  and  Equipment  -  cont. 


"Original"  Em.  Use) 
Present  Rm.  Use 


Equipment/ 
Furniture 


Rm.  Size/ 

Sq.  Ft.  (I.D.) 


Remarks 


"Men's  Toilet" 
Same 


S6  x  12 

102 


"Drafting" 
Confer/Lunch  Rm. 


(a)l6  counter 


9  x  196 


170 


Inappropriate 
space  use 


"Spectrometry" 


Same 


(a)  XRD  Spectro- 
meter 

(b)  Emiss.  Spectro- 
graph 

(c)  13  -Lab  benches 
with  sink 

(d)  File  cab  with 
breath  ample 
storo 


14°  x  15 


218 


(a)Seldom  used 

(b ) Inoper at  ive 
about  4  yrs 
(c) cluttered 
(d)lnappro. 
space  use 


''Microscopy1 


Drug  Analysis 


(a)  Stero-micros.      p.5  x  19 
with  univer. 
stand 

(b)  Dk-2  spectro. 

(c)  Polariz.  micros. 

(d)  Med.  micros. 

(e)  32°  lab  benches 
with  sink 

(f )  5°  balance  cab. 
with  met  tier 
S.P.  Anal.  Bal. 

(g)  4  x  8  table  £85 


(a) Needs  repair 
&  cleaning 

(b)  Functional 
(c) Corroded  from 

misuse 
(d)functional 
(e) Clear  work 

space 
(f)functional 
(g) clear  work 

space 


"Chemistry  Lab" 

Criminalistic 
Trace  Evid.  & 
Serology 


(a)   50°  lab  bench      fL3  x  28 

2  sinks 

8°  Double  fume 
hood  with  hot 
water  bath,  air, 
gas. 

3  -  3x6  tables 
2  -  Med.  Micros. 
1  -  Desec.  Micros.  364 


(b) 


(c) 
(d) 
(e) 


"Dark  Rm" 
Same 


(a)  Wet  bench 

(b)  Dry  bench 
-1 


7  x  10 
70 


(a)Some  clutter 

(b) Cluttered 
functional 

(c) Clean  work 
space 

(d) Functional 

(e) Functional 


Cluttered,  dirty, 
seldom  used 


SAN  FRANCISCO  POLICE  DEPARTMENT  CRIME  LAB  SURVEY,  JAN.  1977 
(Refer  to  floor  plan  for  room  location  and  numbers) 


Physical  Plant  and  Equipment  -  cont. 


Equipment/ 
Furniture 


Rm  or 
Door  # 


"Original"  Rm.  Use 
Present  Rm.  Use 


Rm.  Size/ 

Sq.  Ft.  (I.D.) 


Remarks 


4065 


4066 


"Latent  F.P." 

Crim  Desk/ 
Drafting 


(a)  4  x  6  draft 
table 

(b)  desk 


10  x  13 

(excl.  3 
hallway) 

100  . 


"F.P.  Comparison  Em" 

2  -  Crim.  desks/ 
gen.  crim.  work 
area 


(a)  I.R.  Spectro. 

(b)  Bullet  Compar. 

(c)  1  -  Med.Micros. 

(d)  X-ray 
(Faxitron) 


8  x  22 


176 


Cluttered 


(a)  Inoper.  over 
6  months 

(b)  Functional 

(c)  Functional 

(d)  Functional 
seldom  used 


4067 


"Machine  Shop" 


Gas  Chromato- 
graphy 


(a)  Beck.  GC-2 
(TCD) 

(b)  F/V4400(FID) 


9  x  10 


100 


(a)  Inoperative 
over  3  yrs. 

(b)  Inoperative 
3  months 


BASEMENT:  FLREARMS/MOBIL  UNIT  WORI^/STOR:  AREAS 


Door 

"Firearms  Exam  Rm." 

Two 
Rm's  connected 
by  door 

"Mobil-Unit  Work/ 

St or.  Area" 

(a)  Vert  water     24  x  25 
bullet  recov. 
tank  &  cotton 
waste  recov. 
box 

(c)  2-Compar. Micros 

(d)  1  stero.  micro 

(e)  Firearms,  ammo 
ref.  collect 

(f )  Table,  work  bench 

(g)  Table,  lockers,   600 
Shelves,  boxes 


5th  FLOOR  -  MOBIL  UNIT  STAFF,  OFFICES/WORK  SPACE 


Rm. 
#  13 


Mobil-Unit 
Staff  Office/ 
work  area 
(10  persons) 


10-desks,  file 
cab's,   draft 
table 


20  x  32 

644 


(a)  Functional 


(c)  Functional 

(d)  Functional 

(e)  Functional 

(f)  Cluttered 

(g)  Cluttered 


